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ABSTRACT . . 

This manual adapts the basic concepts of in 
iiidustr^-based lbhg-range_ strategic planning model to an intermediate 
idUcatibii unit, specifically the Saiita Clara County Office of 
Education. It is intended^ for those responsible for defining and 
iitipleitiehting a planning process. The basic theme of the manual is 
that of planning a journey, with many routes to the destination and 
many options within the rqutesl Accordingly, Chapter 1, "Adventure in 
Planning--Roadinap to a Successful Journey, " includes a definition and 
philosophy of strategic planning^ a process analysis , hazards , and 
reguiremBiits for successful planning.. Chapter 2 , "Def in it ion of 
Purpose^ " provides a series of';^Troutes" and options to show how , 
'Statements of purpose focus the goals^and activities of an 
organization. Chapter 3 provides four "routes'* for analysis 6£ the 
level of need or demand^ for services . Chapter 4 provides. six "routes" 
for analysis of current' and futur^ external factors,^ while chapter 5 
provides nine alternative "routes to action" after data have been 
collected. Chapter 6, "The Adventure Continues, "_ summarizes the basic 
insights, of the manual as a whole. A 34-item_biblibgraphy and 
glbssary are included, albhg with a series bf appendixes tb chapters 
4, 5, and 5. (TE) 
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Rapid -change is a fact of life in the igsO's/ Not only is change, 
happening with great rapidi ty, change in education is often not to our 
desire; it is all too frequently in the form of retrenchmeht* reducisd 
resources and reduced ability to serve. The heed is tojranage change in ^ 
the most positive way, even in this rapidly ^chahgi hg environment. 

Strategic planning is a futures-oriented change process based upanan' 

examination of the environment and development of alternative future ; 

probabilities. The dynamic _of strategic planning is in proactive choice 
in the design of a desired future. 

The unique element in developing alternative choices throughstra tegic 
fanning is the analys^is of the errvirbhmeht. The environniental analysis 
focuses attention on'^ factors external, to theiagency which impinge upon its 
ability to accomplish its purpose. T^is envi ronmental analysis, ItfOkin^ 
outside of ourselves, is becoming increasingly important in educational 
planning as local control . di^ssi pates and the control shifts to the 
state. - 

This Manual adapt$ the ifasic concepts of an industry-based long range. . 
strategic jDlanhing mgdel_tD an intermediate education uhi t, specif ical ly 
the Santa Clara County Office of Education. The ManUa^ i s i htended; for 
-use by those who are responsible for defining and impl ernenti ng _a ; ^lanni ng 
process, a procesS'to- guide an organization toward the accompli shmertt. of •; 
'its goals. Although the adaptation is directed toward the J nterjned i ate . 
unit, it is hoped that many of the process .options will be able to be 
transferred to local districts as well , - ' 

The basic theme of t+)e Manual is that of a planni^ng journey, with many 
routes to th^ destination'and even many options within the routes. The 
planner wilf need to check the roadmap. There is no_one_best route«;-even 
the same organization will choose different routes at differe)it stages in 
the adventure. ; * - . 

The Manual presents a futures oriented, proactive vfew of planning as: a 
tool for decision making with the plannej- as a change agent. Following 
this planning roadmap will provide information which wil 1 enable choices 
to be made for the future--choices based upon alternative probabilities. 
Within those choices lies the poten^al for the design of the desired 
future. 
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The tents are folded and packed j tfje safari is. . 
about to begin. Staff is tratned. gear and supplies 
loaded, emergency resources set aside^ Maps ot ttie _ j 
terrain have been carefully perused, guides^eonsul ted 
and information fathered on conditions ahead. The 

vehicles are ready. ^ ^ . ' 

This is a safari to define a purpose, examine a ne6d, . • • 

explore horizons and create a new design in thfe 

shifting soil of a changing world. Along th| way, this 

safari w-ill pass^great erumblihg palaces— mute 

reminders of former grand efforts-* now decaying^ time 

and the shifting subsoils of the region slowly drifting, ^ 

over the ramparts, in time returning the area to dust. 

But no new palaces will be created on this journey! A . 
Unt is required— light, flexible, protective, yet ^ ^ r 

easily moved as actions bring new information and goals /- 
are shifted within the changing environment. ; 

Previous travellers have identified the hazards ahead 
and yet speak In praise of the effort. The camera^ t| . ^ 

set to record the events, binoculars ready to sWm the 
terrain, knapsack at hand to gather artifacts for , 
furffier analysis. ^ * v 

This safari is embarking' oh the adventurB of ' . . 

pTanning— specif icallyi strategic p.lanning in 
educations ' 
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CHAPTER, ONE-ADVENTURE IN PLANNING - ROADMAP TO A SUeeESSFUh dOtJRNEY 



DEFINITION AND PHIbBSOPHY OF STRATEGIC PLANNING .} 

• - ^ ' •if 

So.metimes used synonymously with long range, or coniprehensive plannirvg, 

strategic planning has no aniversally accepted definition or^ model. It 

has been described, however, as a process eicempl i'^Fyi ng a philoscfphy that 

links alternative policies and impl icatidhs to. strategi es and spec^ific 

plans for accomplishing the purpose of the organization. A future . 

oriented process, it provides a crucial' bnidge" between research an# 

decision making in the real world. , ' . 

From its beginnings as a model for jDlarining" i n'ihdustry , and continuing 
during use in post secondary education, strategic planning has encompassed 
the idea tfiat whil=e change may be the only certainty of the future, change 
does not- have to "just happen.". Through the exami.nattoh of alternative 
futures, organizatTdhs can exert some choice over their future, can adjust 
actions as the future unfolds.. Phi los'dphical ly, strategifc planning' is a , 
way of .Iddking at life; through the study of possit)l€ future events* the 
organization can ha»e some chd ice- in its direction through development of 
alternative courses, of action, an^ can ;e\ren fl^l P create the desjred 
future- In essence,,- strat£"gic planning focuses more on the longer term*, 
external factors rather than on immediate, •ihterrial ones* 
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TflE PROCESS OF STRATEGIC PtANNING 

it has beeh sai'd that "The futare and the past figlk an endless battle of 
the present;"^ It is in -the' present that the Proc^ of strategic 
planning takes place. As a process, ^rate'gi^planFt^g flows from a 
defifiitiork/of the purposes and aims of the brgahizatidh- through the 
developnrent"/of pol ic^s.-strateg.ies and specific' plans for aehieving those 
purposesT 'it entails an examination of the' organization Uself--what it 
wants to do and can do well, through the study of what it' is possible' or 
probable .that the organization will be able to do in the future. 
Strategic planning, with its emphasis on identifying both the purposes -of , 
the organization and alternative choices for the^^future, provides a ' 
linkage between the history of the organization, long range policy 
decisions and day-to-day operationaVdecilsioii^. 

Of primary impor|ance' is the development of a systeui to prepare for change 
based upon the data--a process by which the specific organization 
..assimilates and integrates the data and takes action, Jncluding taking 
initiative in areas where al though a_ future need is identified; no current 
programs exist. Key elements include'; '. . 

, • Research on the organisation itself, includlrg definition of fhe 
■ purposes or mission of the organization, the functions' it performs 
and an assessment of success; 

9 DefinTtion of the clients, an analysis of their current. and , 
' anticipated future needs and ah analysis of the assumptions he^d by 
clients abbUt the purposes of the prganizatidn; 

f 

\ - ; _ 

i Itesearch oh the external ehvironmeat in which the organization 
' fjunctions i - , 

"9 Beveldpnieht of action plans; 
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i Provision for evaloating, .adjusting _arid Updating the - 
brgahizati-bhal plan* based upon the infomation and activities 
resulting from the planntgir P^o^^s^i 

/ i Analys/ls of planning data for polney, implicatidhs and ' development ' 
• of policies and_ priorities, 

^ the task of the travel ler/planner is to translate this long range, 
' strategic planning : process into the' reaj.ity of a particular publ ic 

entity--the intermediate education unit. Not an easy task*. In order to 
succeed there must be both philosophical commitment and-.poli tieal support 
by^ the leadership of the organization to the process and use of the 
results* This includes the commitment of adequate resources to accomplish 
the task. Therefore, as one delves ever deeper into the intricacies of 
the philosophy and process of planning, the. planner approaches the journey 
with humility^ fully aware of the uncertainties of incomplete knowledge of 

3 _ , _. . .... ^ ■_ 

the future, yet commited to the value and efficacy of the effort. 

HAZARDS TO BE AVOIDED ' - 

Yet there are hazards along the way which, h^ve been identi f ied . by many 
previous travellers. Recognition of the hazards allq.ws the 
travel ler/pla^n^r 'to choose an appropri^'te route, or s^just a course of 
action to overc^pDie the risks. These hazards "include-: . 

^ i "Force-fitting" a process onto an organization — taking a process 
that has- been, successful in one organization and attempting -to 
transfer it "in toto'' to another organization; ■ 

e ■ > * ^ . • . - ' ... - - : ^ 

i False assumptions regarding the drgahizatibh -- whether the 
organization is loosely or tightly structured; 

I Assumption that pi anni ng, proceeds in a totally rational , cbher.ent*. 
structured non-political environmeht; 
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• InappropHate timing ---- attempting to rush into the process; . _ 
^allowing the timelfne to drive ^he process; getting information to 
staff too late, allowing issdes to- crash in on the organization; 

i. insufficient training - laefc 6f management expertise on^ planning 
itself; inadequate training by planning staff; ^ 

*• Inadequate ii'nkage with outside sources; operating in isolation; 

✓ 

i ihapprepria'te use of the planning process -- using planning, as a 
"quick fix;" or going through the motions to give the impression 
that there is. action, when in truth there is not; 

I Inappropriate type or d'se of data: too old, too much "soft data," 
not enough "hard data," over-reliance on "data," discontinuing data 
update; 

f Inappropriate involvement of community/staff, resulting in lack of 
commitment to the process; not. enough input from the "bottom up" 
irito the process; 

n 

I Budget d'riving the total process, becoming a one-year cycle; 

I Planning becoming reactive (monitoring results after allocation of 
budget), rather than proactive (identifying goals and choices); 



i Inappropriate placement of the planning unit - Planning 
information not close to decision making and agenda issues; 

• System so elaborate or complicated that it destroys initiative 
and/or fails of its own weight; _^ 

V Too. global, nebulous - loo. many peripheral issues ; trying tb 
impact the whole budget at one time; 

6 . 
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f Underestimating the problems of transition -- how change happens 
, -- chads and reaction can result from jtOQ rapid ah attempt to 
change the direction of an organization; ^ 

, • Becoming inflexible and rigid^ fdllowing the plan so closely that 

it appears set in concrete; : 

• Inappropriate process over-reliance dh perceptions rather than 
data review; not showing relationship betwieen data and goals. 

.fi^-> -_ - - _- 

From a review of the hazards, one of the challenges is striking the right 
balance between too much or too little infdrmatidn, testing, or training. 
How. gldbal dr narrow should the process be? 

However, from the planner's viewpoint, the greatest hazard may be false 

expectations about what planning is dr does. Planning is no substitute 

for judgment dr decision making. Planning alone does not sdlve problems. 

The planning staff does not have a crystal ball the future is not that 

clear; it ddes not provide a cure-all -- there are no easy prescriptions 

or correct sdlutidns, Abdve all the planner does not want to be treated , 

2 

like the "Persian messenger" — executed for bringing bad tidings! In 
truth, planners shduld be placed within the organization so that they are 
free to ask the hard, unpopular questions, alerting decision makers to 
problems ahead. 

With all of these hazards, the travel ler/plahner has td questidn whether/ 
the journey intd strategic planning territory is possible, let alone wdrth 
the cost. More specifically, is strategic planning -possible, or feasible, 
in an educational setting? iRere is consensus of those who have 
participated either in the process or in the use of the results that it is 
hdt only feasible, it is essential. However, there are requirements and 
cautions. 




REQUiREMENTS FOR SUCCESSFUL ^STRATEGIC PLANNING 



Strategic nlahhihg is'feasible. and carries with it the possibility of 
"success, when the following requi reme_nts are met: 

•• Staff knows what long range, or-.strategi c planning is and becomes 
involved 'appropriately in the process; 

• There is expertise or appropriate training for management and > 
staff on planning process and function. Staff is convinced that _ 
change is possible and worthwhile; 

i There are oh^going changes in the environment that can provide a 
data-base for reasonable projections; 

.1 The planning process is tailored "to the org., ization, consistent 
with its^mission^purpose and ^s integrated into the thinkvng 
and actions of th^IT^arrying out the ^^ion of the organization; 

i There is balance between data and intuition in decision making, _ 
together with a commitment by leadership to an ongoi ng process and 
use of' the resul ts ; 

I The planning staff has vision, technical expertise, interpersonal 
skills, tenacity, the ability to provide training and the grace to 
step away from "the process in order for others to own it; 

i Til^e is available in sufficient quantity- to research and develop a 
model; to develop understanding of the process; to identify 
in#rnal and external resources and information needs; to collect 
appropriate data; to relay the data to appropriate level s wi thin 
the organization in various forms; to facilitate use of the 
informaiti bh; to assess results and recycle; 
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f The tasic to be accbmjjl isheJi. the tiinej staff arid resources 

^ - - _ ' i 

. altinately balaricej 

i There is both indivicfual and institutional? patience; an awareness 
and acknowledgement of the time it takes for strategic planning to 

" become integrated into the decision making processes of the- 
organization; . • 

i There is r^S^nition that planning takes place in ah 

organizatibhal context and that educational organizations, a-s 
others, are fundamentally political and nost likely loosely rathir' 
than tightly structured; • / 

• Infomation flows directly to and from planning to decsiioh ^ _ 
makers; 

• Effort is focused in areas where there are real alternative ^ 
choices; 

i The planning system remains flexible enough to adjust to changing 
conditions; 

• Planning is linked to longer term external forces and involves 
policy analysis; 

I The focus of the effort is oh the purpose of the organization, 
what is being done, what it does well and what is needed ih the' 
future. 



THE POWER DF STRATEGIG PLANNING 



- - - . L -r- 

The task is possible.' The question remains as to whether it is worth the 
effort. There are three major advantages to strategic planning: Firsts 
it provides for a thorough examihatioh of the organization; second, it 

t 

; 9 ^ 



16 



EKLC 



•structures a view of the "outside" world and how it inpact|s the 
organization' and third, strategic plahhihg pratiotes a^-^mind set" of future 
oriented and systematic thinking. . ; 

-Advantages accrue to'an organization when it directs attention' to itself. 
Strategic plantiing forces the organization to define its purpose; the 
process can be inplemented to build consensus on what the orgamzatfion 
ought to be doJng and what it can do well..-Ui.th the^ definition of purpose' 
and what it does well, the organization can focus activities and build a 
mre cohesive structure. In addi.ti on .Xpl inning identifies how programs 
within, the organization are connected to each other and to the overall 
purpose of the organization. Vlit.h information about the Organization 
publicly Stated, direction and expectations are clearly delineated, 
conversely, dif'feretit or even mutually exclusive goals become, apparent and 
can be dealt with. : ^ ^ 

Educational organizations traditionally have paid scant attention to 
forces external tO the organization, but within' J:he environment in which 
the organization functions. Thes^ external forces, s^ch as economic 
conditions, imigration, and technological developments, are having an 
increasingly Significant impact upon all aspects>4)f life, including 
education, .and are ignored at some peril. A basic and unique aspect of 
strategic planning is this systematic exarpination of external factors and 
resulting trends. This study of trends forces an examination of issues 
that might not otherwise surface. In addition, examining the organization 



from a^ifferent perspective, through contact with outside resouroes. can 
provide insight and increase pVej^aredness for new developments. 

Finally, the process of strategic planning encourages systema^tic and 
futures oriented thinking on the part of all managers.' many of whom a. re so 
caught up in the day-tO-day survival issues that long range.'-futures 
oriented planning does not come naturally. The focus is on cause and 
effect, matching resources to needs in the long term throughout the 
organization. The demoralizing climate of "juSt getting by. day to day" 
can be replaced with a mOre vivid sense of participation in a shared ^ 
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fattire as the heirapchj^ of nahagement'^furictibhs includes making choices 

— : _ ^ 
for that future; , : ^ 

The advantages, feasibility and hazards of ^he adventure have been^ 
identified and the journey is abbut to begfn, -The basic strategic' 
Planning process has been described as a "ContinuouT^low from definition 
of ■brgahizational aims through policies, strategies and plans for 
achievement."^ The following chapters describe in detail this flow of^ 
planning. ^ ' ■ "-^ 

Chapter Two defines strategies and factors to consider in the development 
of the statement Of 'purpose or mission of the organization. ChapteF Three 
describes the^analysis of the "market." This includes strategies for . 
defining who clients are as well as their level Of need or demand for - 
services. Ghapter-FoUr provides a number of alternate strategies for 
exploring the external, envi ronment in which the organization functions. 
These three chapters essentially describe the research or data collection 
phase of strategic planning. The 'definition of purpose requires Sn 
examination of tke organization itself through a study of its history an^ 
legal responsibilities. The analysis of client need, or market analysis, 
explores both who the organization is currently serving and who it might 
serve and in what ways. The purpose of the &&vi ronmental analysis is to 
identify trends in the larger socio/economic/pol iticaV envi ronment which 
■ have implications for the organization. 

Chapter Five describes strategies to assimilate the research and ^Sal^a into 
the fabric of the organization, outlining' processes by which the 
- infornation can be used in both po^>icy and operational decision making. 
Each of these chapters develops options through which appropriate staff 
participate in the planning furictidh^ . 

Chapter Six revisits some basic elements - evaluation, documentation, and 
training (one has to know how to read th^roadmap); reassesses some of the 
Vfactors which allow change to occur and defines the roles of the 
traveller/planner. ; . 

\ , ■ ■ ^ , 

: 11 . :\ ■ . .' ' ■ 
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Although there are som basic 5101)3 along the way, there are many 
' alternate routes to reach- the ctestiRation- and achieve the purpose. And as 
- with many adventures, reaching the destination (iV^his case a "plan" for 
' the organization,) may be ahti-cl imactic . The memorable part of the 
ad,yenture ^i s the trip i tsel f--the. process rather thart the plan; 

'there 'are^dvantages and disadvantages to each of ^choices described "in. 
^ the following chapters. ^Successful strategic plann% recognizes the ^ 
-"^ ^ concept of "mutual adaptation" ,ana modifies the proems to t^e 
K organiza^iQji, as well as the Organization to the process. With each 
. action the course is adjusted; the goal itself may even undergo change. 
Remember, this is a safari- "to define a purpose, exami,tie, a need, explore • 
horizons and create a new^esign ih the shifting soil of a changing 
world." Using.tne rtra^egies described in the follb^nng gha'pters, the 
* I safari will pass thd^^e great ^crumbl ing- palaces, .and with the tents, adjust 



1 I a I I mf I I 1 - .^a* ^ ' ' : ^_ L_ 

q*&ickly as dctions bring new information in an e.ver changing environment. 



i 




Roy Amara, A Framework for Corpor a te S-trategic Plahhihg: ^ 
Philosophy, PrQce^s^ and Practice , (Menio Parkt institate for the Future, 
1980), p, 1. ^ ' 



f barryl J. Ellis and Peter P, Pekar, Jr., Planning for Noniplahriers , 
York: Amacom, 1980), p. 26-27., » ' 



^ George Steiner, Strategic Planninc ], ^-bat Every Manager Should 
Know, (New Yorjc: The Free Press, 1979), p, 14. 



- ^ Paifl Berman and Ffi- W. Mclsaughlin, Federal Program Supporting . 
idy^ti^^nal Change, Vol I Xha bindings in Review , Washington, D,C. 
U.S. Office of Education, (R1589/4 Dept. of HEM, 1975)7 p. 25. 



13 



20 



ERIC 



CHAPTER TMO--DEFINITION OF PURPOSE 
K ' (Mi ssion) 



*the ''desti^atioVi^^^^ of the mission-setting portion of this Joarney is the 
development o£-a statement of the basic' purposiss, or missions, of the 
orgahlzation and the functions it is empowered or directed to perform. 
Abraham bineoln"^ said, "If only we knew what we were about, perhaps we 
could ge$ about it better."^ Clearly defined public statements of the 
purpose^, or missions, of the orgahizatidn focus activities and §erve as 
framework for testing the appropriateness and consistency of activities a 
the organization "gets about "M' ts 'tasks ^ - 

f % 
Identification of the minion of an organization is a joarney into the 
reason for being, the purpose of the organization's existence. In whole 
and in part. As a hew program is Being considered, or an existing one 
changed, Vthe question can be asked, "Does this activity fit under the 
"umbrella" of appropriate functions as Refined by our statement of. 
purpose?" • 



In a journey where the bas,ic purpose is to map the total territory, there 
are still many unique characteristics of the terrain to examine. The 
destination of this jourrrey is defining the purpose of the total 
organization. However, within the organization, as within the territory, 
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to-.examine^: A complete journey into the^T^hti f icatioh of the purposes of 
the brgahizatibh ir;iclu(^s development of the mission, or purpose of the 
total organization as" wel 1 as identification of the rrii ssioh'^f separate 
prbgralTis- , ' ' 

When there is consistency and agreement on overall purposes bf^ the 
organization, there is less likely to be conflict and confusion among 
sujDordinate, or program geals. The clarity of the overall statement of 
purpose also provides clear definition of expectations for program goals. ^ 
Without clear statements of purpose* any task' or function in any program is 
equally Important in the overall scheme of the organization. 

^ , . . • ■ ■ ■ ;^ 

A complete^journey into the identification of the purposes of the 
organizati'bn includes the^devel bpment of the statement of purpose of the 
total organization, a process .for developing such statements for 
individual programs within the organization,, and a process for reviewing 
the statements on a periodic basis. , - : 

Ik 

CHOOSING THE RIGHT jtOOIE ' ^ 

The focus of this journey is on the purpose of the organization including 
the functions each unit performs in fulfilling Wf^'parpdse. This is a 
sequential journey which requires the development of strong* li nks between 
the organization as a "whole" and its separate programs. The fi rs'i. segment 
of the joarney, Route One, is the identification of the basic purposes of 
the whole organization. These overal 1 , or "umbreHa" statements of 
purpose must provide clear direction to serve as "trail markers, or, 
signals" for the development of individual program statements. Th? second 
segment. Route Two, entai-l s development^f specific statements *of purpose 
and function for individual programs. If a program statement hits a road 
block or comes to a dead end when it tries to fit into the overall 
statement, either the overall statement is not cle^a^ or the program 
statement is inappropriate. Route Three defines options for review of the 
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^^statements or purpose. ine opcionb in tinb juurwcjr arc rficmu, .u^.f^. 
tha'n between, each of these major rdtiteSi . 

■ ^ ^ ' y . ■ . _ / . ■ ^ 

Bring a spirit of adveatare to this journey! Define the purposes of the 

orgarifzation with the desired destination in mind—what the organizatibh 

should be doing—rather than eonfihihg your journi^ tD what appears to be 

feasible given today's resources. - The safari may be lin^ted to one - 

vehicle now, btit resources may becorrie^ avai lable for a caravan later. 

St^Ht*********************************^ 

" • • . ♦ - * ^- 

* Caution : Ai^o^'id the restricted route of ' * 

* wfia^ is "feasible" in the current plimate with * 

'-■ ' ^'^ * V " 

* with current resources. 

i ' 

Who will take partjn this journey? wLn wiM they be involved? Each 
route ™st be taken. The Journey may take conside:rable' time^an'd require 
commitment of many resources at different times. The balance between the 
resources of the planning unit, the time allocated to the activity, the 
interest of the members of the organization are all factors to consider in 
choice of route optibhs, ^ . 

Taking the time to involve various ^vels of staff is a way to gain 
■ understanding and ,commi tment both toVthe prck:ess and to the results. The 
energy ah'd time ^e planning unit spends in gaining thisr understanding may 
save much time and energy in th| overall marathons adventure of planning. 



ROUtES TO- DEFINITI ON-gF PURPBSE 



Four different "routes to defim'tioh Of purpose" are described below. 
Each has features that lend itself to .different organization structures 

/ ■ 




ROUTE ONE^-AN OJ^ERALL, OR "UMBRELLA" STATEMENT 



The 'expected outcomerof this route is the development of an " 
dver-a,rching, or "#i&?lla'' statement of purposgT or missjon, for the • 
entire organizatioru) The umbrella^ffiay be^ designed by : various, fjeople - 
wi'thin the Organization--the board, the adminM.tration , wiffi or 
without -client and public ihvbl yement. The option selected. to develop 
this umbrella is based primarily upon the philosophy Of leadership 
within th^ organization. Definition of the primary missions oT; the 
organization can bring a sense of cohesiveness, consistency and 
consensus on the direction of the organtzation, sending clear messages 
•for the focus Of individual program goaVs.^ 

********************************************^^ 
* Warning : Avoid detailed side-trVps which make * , 
* * the umbrella statement OVerly specific. That * . 

■ * is the chall^ngeVof the next route. * ^ _ ^ 

************************************* 



ene-"Umbrella" Statemenis^te sigxted At Top Administrative 
•• • Level a \ . 

- -* 4. 

The umbrella mission statftment foi the organization is initially 
formulated at the top management/aaministrative-leVel , The 
rationale -for thil^option is that leaders of an organization can 
,be presumed to possess ttievtechnieal knowledge Of the legal 
mandates and parameters-, a Broad scope of knowledge of tfil total 
..operation df the organization; a sense Of the politics and policy 
' issues.. Th^ Advantage of the route is the direct app'licatfon of 
the expertise of the group; the disadvantage of the route is the 
"top down" framework, with -danger of limited "buy^in" or 
ownership arid lack of understanding by mid-«ian^enent, staff and 
cl ients. 

V ■ . • ' ■ . ^ - ■ . 
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As- the policy making body of the organization, the board can 
ihttiate the fdrmulatieh of statements describing the purj3bses_br 
miss-ions of the total organization. With a facilitator and 
^study-session format^ the board brainstbrrris and selectivisly 
identifies the "umbrella" statements. The advantage of the 
bpYibh is in gaining the policy level thinking early in the 
proces's; the disadvantages are lack of technical expertise and, 
'agairi^ b^hership by^thdse within the drganization. 

-'^ 'r^ s /■ _ _ : 

Option Three--Statements Designed with Assistance bf Cbhstitueht 
. Gr^u^s 

■ - ^ I ^ 

In/this-'option, the statements of purpose are developed with the 
assistance of 'client groups of the orgahizatioh--j3arehts bf 
children in specific programs administered 'by the organization,. 
' districts or agencies served. For ah intermediate edUcatibh f 
agency, this could include, for example, parents of special ' 
educatibh-, migrant^ Headstart <)r Juvenile Court School students; 
"clients who purchase the servjees 6f the organization, such as 
-schbbl districts. A committee is formed with representation frori 
client groups and major units within the organizatigh^ The grbup 
define^^ expectations It has of the organization and assumptions 
as to the servlce'it Is providing or shbuld 'prbvide. 

' '> ■ ■ .1* 

This method requires prbviding some training and Uvfermation to 
the group, as clients of a particular serviee"^ us|ial ly Tack 
ihfbrmatibn regarding other services. This m^hod provides an 
opportotiity to both solicit information from and prbvide 
informatfon to clients. And the strength of this approach lies 
in that exchange. Rbwever^ as the technical expertise arid 
perceptions 'Of the onganizatlon vary widely, the role of the , 
ccfimittee must be very carefully defined^as advisory, with 

, ' ' ^ 
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option couia result in suduwneriLb-ui |jur|juac oiac icocmuic. i-nv. 
proverbial elephant cjeseribed through the touch of a b1indfo1<ded 
person. It is also important to recognize that different 
orgah-izatibhs or groups itiay frequently have conflicting gba^s arid 
are iikely to^l timately be competing for the Same resources. ; 

' ' ; ■ . , ■ 

6p^^n Four: Cbmrniihity Conference '. ■ . 

The W^der' community (business, industry, pabfi e agerici es) school 
districts, and individual client parents cone together to review 
the history of the organiz^ation and define their pej-ceptibn of 
it^ future. The ehat-ge to the group can. Include a review of the 
documented history to assess what the organizatibri historically 
has done and has done well arid the legal charge to the 
organization.. Fran thi's infonTiatlon>;:.the group explores its own 
perception of the pUrpbse of the brgiinization and then its 
expectations for the fa tare. This provides a prqcess for a test, 
of current'assumptions of what the organization is dbijig against 
current activities, as well as future expectations. 

As with the previous option, the community conference requires 
careful definition of its purpose as Well as skilled 
facilitation. Levels of sfcill and understaridi ng of the. 
institution and the process will vary greatly. Concise, 
.appropriate information must be available to the conference 
participants in an easily Understandable . format. The strength of 
the approach agairv lies in the exchange of information.- 



Dptlbri F1've--Umbrella St^^temenj:s Designed by Sta-ff ..^ • 

Statements of purpose and function are developed by slaff within 
each separate program, then -comBir>ed with those from other 

" .V 

7 20 : : 
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programs; As the statements .are. ebmbined, the overal l "umbrella" 
Unfolds and gener^ic mission statements emerg^^ Thj^can be a 
long and cumbersome rodte^ wifh each orgariizatrertTl Uhi t 
outlining its functions* drafting its perception of the mission 
of the organization and working the drafts ujD the organizational 
heirarchyj expandi ng ^'^p combining .the statements until one clear 
set is achieved. The advantage of the route is in the building 
of a strong base of understanding-and ownership 'throughout the 
orgahizaton. It combines and "folds in" detailed program 
functions and understanding of the purposes of the program with 
the administration's broader view of where the organization is or 
should be going. However, the possibility of conflicting goals 
and competition for the resources of the organization, especially 
fierce in times of retrenchment, is a h^zsird to be recognized in 
this option. 

Generic statements developed ihrough the heirarchy are then 
tested for policy and political Implications by the governing 
board. Following review and approval by the board, the generic 
statements then cycle back through the .administration to 
individual managers for furthef elaboration or refinanent as 
individual !program statements of purpose. 

'V 

Option. Six--Expand Existing Program Bescriptions 

Using any existing program descriptions as a vehicle for 
identifying what the organization currently defines as its 
mission or purpose provides a starting point for the development 
of overall statements by the administration, the planning uniX^ 
or another designat'^ groups i .e. , selected program managers. If 
for example, there aire existing program descr i jDtions within the 
budget* the program will compile the functions identified and 
develop an overall statement broad ehoUgh^ife'en compass each of 
the functions. Existing descriptions provide an historical 
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perspective and a starting point fon defining the pa^rj5ose% of the 
organization from a futures perspective. A hazard would be if 
the exploration Of purpose stopped with that historical 
perspective, ignoring ^future pbssibil i ties. 



Option Seven— Functions defined by^-^EducatiOh Coda 

This, a more limited option, develops functions from the legal 
definitions in the education code and refines the definitions 
into statements of purpose, the task can be accomplished by 
planning Staff, ^ith review by legal counsel, submitted 
thereafter to administration and board. This option provides a 
more restricted scope of activity, and may be a sub-option, or 
starting poifit, to be included in one of several other options. 
Standing alone, the risk lies in the' lack Of involvement of any 
but limited hUmbers Of staff, and therefore potential lack Of 
acceptance. In addition, the intermediate unit has latitude to 
pro^e service beyond the legal mandates which may be ignored if 
only the mandates are explored. 



When considering the options within this route, the following factors 
will be important tO keep in mind: 

i Model Ithg: Within* this route is the oppbrtuhity for the 

board and administratibrr to model the behavior and results it 
expects frori individual anits within the Organization. 

I Time : It becomes a hazardous journey When time totally 
drives the process, yet organizations function by budget 
cycles," academic calendars, etc. and time inevitably becomes a 
factor, the greater ^the number of people involved the more 
tinie any process will take. 
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¥ i Existing i' ri forma tixiii : ff no descriptions of the purposes, 
goals or nissidh of the organization are extant, it means 
Ve-irrventing the wheel;** it may taRe less time if there is 
some history or ddcUmehtatidh available. The process will 
vary; depehding apon the existence of wrilten information.. 

i Technical expertise : Knowledge of the prdcess and fuhctidri 
of planning, as welJ as knowledge of the organization itself, 
is key to the develdpmerit df meariirigful missidh stateftiehts. 

If thiB level of expertise differs, orjis inadequate, training 

. _ _ _ _ _ , / 

will become a factor. 

' T 



• Resources : Hijl lingniss^ of leadership to commit resources to 
the process must inevitably affect the chdice df dptidri. 



I Balance : The ultimate factdr in the choice Will be which 
route strikes the appropriate balance for the particular 
drgariizatidh at the particular time. 

, - _ _ _ / _ _' _ _ 

• Ai3prd|)riateriess : The appropriate level and type of | 

involvement will be a factor as specific charges are given td 

grdups which include, consti tuent/cl ients, staff, managers, ^ 

administrative officers, board. The issue df whd^holds 

ultimate responsibility for defining the purpose of the 

organiza^on will heed td be clarified. 



ROUTE TWO— PROGRAM STATEMENTS OF PURPOSE OR MISSION \ • 

The. expected outcome of this route is the definition of statements df 
purpose fdr individual programs within the organization. The option 
'\ ' examines whether current or anticipated Tu net ions, programs and 

I — 7 clients fit under the "umbrella" or overall statement developed, in 
/_ Route One. It also identifies the functidns that the drgaQization 

does well. ^ , 




Option One^i-Staff Identifies Pi vi sioh/bepart^imfl^Ji&si^ 
Statements— Suppbrtihq Ribs to the Umbrella 

.-i -. . - - - 

Under the umbrella' We ever md^e sharply focused mission 

statements for Units within the organizationarhei rarchy. 
Mission statements Ifdr major ribs to the umbrella, the two or 
three imjor organizational units in an intermediate education 
agency, i.e., businiss* 'instruction, special -schools, are further 
supported by very sharpjy focused departmental mission 
statements, i.e.* budget or payroll statements within the 
business unit. Managers and staff within each unit develop 
appropriate statements, based upon their professional expertise 
and understanding- of the unit in a process parallel to that used 
by the board and administration in developing overall 
statements. 

V 

Option Two— Dictionary of Functions 

Each program manager develops a dictionary of functions 
perfortiied by the program; planning staff compiles a comprehensive 
dictionary of functions for the organization. By comparing this 
dictionary with the overall mission statements, it can be 
determined whether specific activities "fit under the umbrella." 
If not, consideration can be given to whether a more 
comprehensive overall ,statenent-a larger umbrella-is needed or 
an adjustment in the specific function. This provides a two-way 
test to determine whether the functions are appropriatfe to the 
general mission and whetHgri^he umbre^lla itself is of sufficient 
breadth. 
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Optidh Three--Iclentif1cat1on of Clients 



Now that there is an umbrella, who does "it cov^r? As prdgran 
managers identify functions, they idjehtify clients as well. For jt 
an intermediate agency, clients inay be identified as those 
recei;vihg direct service (direct instruction to children); 
support service (training to perfom their functions nbre 
effectively, i.e., staff developmept for teachers); coordination 
or consul tiye services.. Or, clients may be identified as ^ \ 
internal and external. Internal clients -would be those receiving 
service frlon other units in the organization. 



Optidh FDdr--Invol vement of— C lients 

The organization involves clients ^ groups within programs to 

assist in develdpihg a dictionary of functions, ^a list of clients 

and draft mission statements. This models, at the j3rdgram level* 

the c.lieht/cdmmunity involvement process for the overall mission 

statements. The same reservation exists here*as with involving 

client groups in the development of the overall statement--the 

clients are focused on individual heeds and perceptions and the 

A_ _ _ . ■ _. Jl 

"process requires providing a balance of expertise, together with 

a clearly defined charge td the group. _ . 



Option Five--vldentify Groups Affecied by the Size of the Umbrella 

The organization identifies mployee groups, state or federal 
organizations and agencies which are affected by the definition^ 

of the mission of the organization. This clarifies how functions 

* _ 

inter-relate to the functions and needs of other organizations. 
For example, whether child care is identified as a tunction of 
the organization impacts employees involved in providing child 
care, and other private ^dr public child care service providers. 
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igain, the prbg^ follows a jfcfess mdden the 
^rsanization as iV^etermines 1(|feh ^netions within the prograrti 
'^have been successful in terns of meeting client need, a|e_bf 
staff and other resources. • ^. 



When choosing one or more of the above opt+3T^ the foil owing factors 
will be important to consider: ' 

_ _ _ ' 

^ I Similar fuhctidhs : Can clusters of similar functions be 

identified and agreed to? 



• Clients; What does ■ the word "client" mean? Is it anyone 
touched in any way by the organization? Is it individuals or 
organiziatibns receiving service or benefi| from the 
organizlition? 

1 Pol icy : What happens if fUhctidhs are identified which do 
hot- fit under the umbrella? 

r ' - 

I Balance: There is *the ever-present necessity for achieving a 



balance between process, time and resources . 



ROUTE THREE— REVIEW--RELIVE THE JOURNEY 

Renew and re-exami^ne memories, perceptions of the original journey. 
The purpose of this route is to ^riollically review the mission of the 
organization as well as program mi^ii on^^based upon current actions 
and information, it provides for a cdmparisdh, on a regular basis, of 
the actual activities of the program with the stated functidhs and 
"mission; these are then tested against the overall statemen£s of 
purpose of the organization. 
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E&cK -Sctlift the organization changes or affects the 

envi^ronment within which the organization operates. Actions alone 
gerieHte hew' ih-^^ require new activities and even new 

goals. The Bprppie df . an brgWtza^^^^^ not necessarily remain 

static over tifne aVd 'Should ^^'i fact be able to adjust, or risk 
beconfTTig a^ dihosaSrJ^f -i ts time. 



The rbtite options, include analysis ^bf new-data^ cdmparison of 
activities, reexamination of legislation,' comparison qfj ^assumptions of 
clients. < \ . ' ; 



>^^feVievit by Prograiji Manager 



Program managers conduct their own assessrr^nts of Current , 
activities and compare these with their program fu act ions and 
statements of purpose. This option may limit the; review, based 
upon the managers expertise, knowledge of factbri external to but 
affecting the program and willingness to risk, ' 



Sptibh Twb"Ariaiysis of New Data 

New data on cbhditibhs withirTthe environment', client need and 
success of current functions is ^ebllected by ^planhihg. staff wi th^^' 
prbgram managers. Information is analyzed by planning staff,* 
program managers and administration. Program-level retreats, 
with planning staff facilitating review of Information by program 
managers and evaluators, can lead tb retreats. -by administration 
arid board to examine the overall results. ' ^ 
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Optioh Three-=Reexamina tion based upon begfslative Change 

Perhaps a sub-option with other optiehs, attention mlist be paid 
to legislative chethge as it affects the direction and focus,of 
activities of the organization. tJsed alone, this option provides 
review wi th a 1 iirii ted focus . 



^ _ ^ : ; ; <C 

Option Four--Need s J\ssessment ^ ^ 



_ J 

Through surv,eys, interviews, conference^* compariB assumptiofis 
and expectations of clients to actual practice. Ideally, iticlude"^ 
questions which will yield comparable results in each regular 
heeds assessment. ^ ' 



^ Factors which will be important to consider in the review process 
include: 

i Resolution: What happens when gaps, overlaps or 
^ inconsistencies are difeovered between current activities, 

.fulietLoiis and statements^ of* purpose?^ 

• Review: The frequency with which a review takeS pTace--on a 
.program by program bssis "and for the whole organization must 
be considered. - * 



SUMMARY 



i 

Statements of purpose, "^or mission, focus the goals and activities of the 
organization; These clear, public statements enable the organization, its 
governance structure and public to assess its accomplishments. If such 
statement do^ not exist, and the organization itself does hot know wher^ > 
it is going, it can never tell if it has arrived. It can never savor its 



28 



34 



ERIC 



successes or adjust its focus for the eharigihg needs of society. It risks 
either staghatibhi or worse becoming an anachronism--misplaced and no 
:^1onger 'us.efuV to society, . ' 

^ J ' ' 

Ideally, stateffl^ts of purpose encompass the total orgahi^atidh as well as 
/•being program specif ic. They can be defined at different levels within 
the organization and by different groups^ from board to staff to^ cljents. 
Tliey can be narrowly defined, adhering strictly to legal mandates, based 
upon what the organiza tiion has done sucGessfully in the past or broadly 
based upon the philosophy and vision of the leadership as to how the 
organization can serve broad cbmmuhity heeds. 

A description of current functions provides a base for projecting future 
missions. BeveVopmerit of these statOTehts-et purpose ^ or mission^ within 
strategic planning requires that the organizat+dn address not only what 
the organization is^ ;but what it should be in the future. 
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CHAPTER THREE-ANALYSIS OF THE LEVEL OF NEED OR BEMANB F0R SERVICES 

• (Market Analysis) . ' 



FOCUS: WHQ NEEDS THE SEf^VICES JHE ORSANIZATIBN PROVIDES? 

The "destiriatidh" of the market analysis portion of the journey is the 
determination of the rieeds of clients served the organization. 
Following arrival at tb^s destination a farther adventure is to test tho^e 
heeds against^the facers identified in the environmental analysis as 
described in Chapter Four and tT^e purposes of the organization as 
identified through the process in Chapter Two. In a sense, it is 
necessary to bring the three journeys together into one grand tour. 

There are many choices as to where ah ori^anizaLtion can best focus its 
energies, even after the statements of ^^Tfe-pu^fJosei or missions, of the 
organization have been clearly defined. Part of the answer to the 
question of which route to follow comes from the analysis of the 
environment--the factors external to thr;Drganizati-on which need to be :., 
eonsidered when choosing a course of action. Within the scope of the 
envirdhmehti the organization qan focus efforts in a number of alternate 
directions- Another part of the answer lies in the assessment of which 
^serviq^Si or functions, that the organization can provide are heeded by 
the individuals* drgariizations or agencies within the service area. In 
business planning terms, this is referred td as a^market analysis. The 
analysis df "market," or need, as it will be referred td iri this^ahUal, 
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provides information necessary to d"i rect acti vi ties toward areas which^^ 
support both the basic purposes of the drgahizatidh and, its clients. f 

r ■ ^ _ 

Kpe analysis of need must be tested against the statement of purpose,^ or 

ViissiDn',;^of the organization and the feasibility of accomplishing ttle task 

gi^n the factors identified in the environment. Below is an example of a 

need/demand ''snapshot". 



**************************************** 

* Snapshot : An increasing need, or market, for * 

* child care services exists. Coordination af child * 

* care services fits undef the mission of the;brgani- 

* zation; operating direct child care programs does 

* not. In addition, an analysis of the environment 

* indicates that financial support to education 
:* agenci-es will continue to be limited. Bal-aricing the 

* need^ against the purposes, or missions, of the * 

* organization and the factors in the environment deter- 

* mines whether, how, and to what extent the organiza- 

* . tion is involved in child Mre services. 



* 
* 
* 



******************************** 

As it will be with the egvi rbrimerital analysis, this is a fnulti -faceted 
adventure--each facet b?tng~one of^the programs currently operated by the 
organization, or new ones being contemplated... In planning the journey 
consideration must be given t'b the special characteristics o^, different 
programs. It may , be impossible to choose a single route which will meet^ 
the information requi rements of su<:h-d)^erse programs as, for example, 
payroll services^and migrant education, A complete analysis of the i^^ed 
for services wi Ij include: ila^ritif icatidn of clients-, or users of the 
services provided by the organization; identification of programs within, 
the organization which require the "need," or market information; a 
variety of methods of collecting, analyzing and ddcumenting the 
infinrmation, presenting the information and training fcT^the use and * 
significance of the information. 
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CHOOSING THE RIGHT ROUTE 

__ _ ___ . ^ _ - . ■ . __ ____ _ 

This aga'in is a sequential trip; Because the destination is an- 
accumulatioh'^pf data on the need for services, the first segment of the 
journey is the identification of which programs are to^be included; %\)e 
next segment deals with wl)b the clients are; the third segment, how the 
information is to be gathered ^nd finally, what is to be done with the 
information. i% The options in this journey are defined as alternatives 
within rou-tes, rather than opt ion si between routes, as ultimately to 
Ooifiplete the analysis of client held, some Oj^^n in each route most be 
followed. - 

Given that each route musFbe taken* what resources -do the various optifln^ 
require? To which programs are the planning resources to be allocated? 
How is this detennined? Who iS' involved in making the decision? How is 
:the process tested? How complete must the "markeit" information be? What 
^resources are available to collect it? Is it necessary to provide • 
information for each program within the organization each year? 

ROUTE ONE-^IDENTIFY ?ROGRAMS REQUIRING INFORMATION 

This route might not be necessary i'f the resources of the 

/ _ ^ _ _ ' _ _ _ _ _ 

organizartion were anlimited, or at least sufficient to complete a 
' sur\^jey of need for ea'ch and every program of the organization. This* 
howeVer, is not usually the case, .therefore, the purpose of this 
route is the identification of programs which have th^ greatest need 
for,.informatidri regarding their services--either programs in dire 
straits where use of their services is dtriiriishing or -programs with- 
raf)idl^ expanding numbers of* clients. In either ease, re^source 
allocation is critical- In the first case, significaTit changes may 
need *td be made in the prografp delivery system if the program is to 
survive. In the second case, as the demands for service exceed the 



capabilities and resources 6? the pcbgram, priori ties have to be 
established to allocate resounces to the most effective, significant 
.or necessary services • . ' 



■k 

* 



********************* 

* Caution : ROLITICAL WATER HAZARD AHEAD! If analysis * 

* of client heed for serviceis is a new concept in the * 

* organization, selection of prdgrams to be included can 

* be fraught with peril to the planning unit. The 

* selection can have political imp! ications* especially * ^* 

* if all analysis of need is focused on one segment of * 

* the. organization, or only on prdgrafns wljich appe.^ir to * ^ >^ 

* be ^n "hot water," and targeted for termi nation. * 
***************************************************** 

^Option One--ParticipaQts Determined by Top Administ^raiw . 
Officers 

Top administrative officers decree who will participate* working 
with available budget and program information,. If the "route 
must Be arranged very qaicRly, this option has desirable 
qualities; the disadvantage is in the feeling pf both those 
included in the group and those left dutl Inclusion may not be 

as::a "positive perk," while at the same time, exclusion may 
also be seen to be rejection! In other words, ItKe a parenl 
selecting one child over another, this paternalistic methodology 
hlt^ repercussions, . - " _ 



« _____ • 

Two--Negotiation for IhcTiisibri in the Grpu^ 

In this option, the line managers examine and recommend which . 
programs can benefit from an analysis of client heed for 
service, the decision to use this option still rests with the 
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administrationi ;but there is opportunity for pndgreim managers, or 
the administrative officers^ to negotiate the rv^cessity or 
opportunity to be included. This may be e stibtle differehcei arid 
brie of process mre thari Ultimate outcome, fhe advantages* lie in 
the more open style; the disadvantages iri the time the process 
may consutiie. 



If analysis of need for service, or market analysis, is a new : 
concept to the organization, a full explariatidri of the concept 
and the process needs to be provided. Then, within each major 
divisibri, mariagers arid admiriistratbrs c^ri examine which programs 
may benefit from the analysis. Programs reqai.ring the market 
irifbrmatibri are prioritized within each division. After 
information is collected from each division, the administratlori 
cah pr^ritize the tbtal listing and balance against the^time and 
reso/orxes of the planning uriity . : 

Option Three-"Fie1d Test ^ . 

With this option, one program is selected (either^ by the 
admiriistratibri or. through tjie negotiation option) with which to 
field test a process which has been developed by the planriing 
uriit. Ideally the program selected would be. typical of many in 
the organization and have a readily recogriizable rieed fbr 
irifbrmatibri frbmits clients. Since this service will be 
availaBle to all programs at a later date, a semiriar cari be 
cbndUcted describing the components and criteria for 
participation after the pilot market arialysis is cbricluded. 

' ' / '_ _^L^^_ : f ■ 

******************************************************* ^ 

* Caution : Care in selecting tlie program to pilot * ' 

* may irifluerice arid possibly increase interest and * 

* willingness of programs to participate. * 



******************************************************* 

! - ... 
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Foilowiny the pilot test with the brie prbgrami^ it is possible to 
return to other, bp tidhs. 

Bption Four--Participatibri by Request Qft^ 

When the analysis of ;heed or demand for program senviees has 
become an accepted feature of prbgram planning, this option may 
be feasible- This option requires an understandi rig bf the 
process and acceptance bf the usefulness of the information. 

Option F4^--Regalar Rotation 

Again, as the process becomes an accepted part of the planning 
cycle, or as criteria are dev.el oped,;a regular rotation, or 
review of the market^ can be conducted. 

The following factors are important to cbrisider: 

I Criteria: What criteria should be usedl Possibi.l i ties 

include budget siie or cost overruri, cl ierit satiStaction, and 
program growth or decline. Cl early establ i shed criteria can 
eliminate the perception ^of one program being s^pled out, 
especially in a time of; financial retrenchment. Need for some 
flexibility in selection is also a consideration. 

I eycle: Should prbgrams be considered on a regular rotation 
basis--cycling through a needs/market analysis every year, 
every two years, etc.? Need for the information, time and 
resources of the planning staff are considerations. 
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Process: Mho should conduct the analysi s--thT program; the : 
planning unit, an outside agency? the program may have access 
to good information; but appear to haye a bias; an outside . 
agency can be expensive * though may have resoirrces unavailable 
to the organization. Resources of the internal planning unit 
ranaih a consideration. 

training : Especially if a need or market' analysis is a new . 
concept and process, it may be necessary to provide 
information to managers and staff at all levels in Both the 
concept and the process. Training links^with both time and 
resources as factors--the training itself takes time and 
resources, but in the long run may save time. 

Level of activity : The process should outline the level of 
activity of administrators, managers and statf^^def ihing 
whether they will be involved in preliminary activities, such 
as identifying clients and irifdrmation needed, or whether they 
will also be involved with the planning staff in data 
analysis. 

Differential AnaVys4^ : Consideration needs to be given to 
the type and method of analysis based Upon the^ type of 
function the program provides. For example, internal or 
support services may;requires different strategies than 
external cl lent ^ervices. Program sel ection -cat} impact the 
grouping of functton§ for analysis. 



ROUTE TWO— CLIENT POPULATION, SAMPLE, INFeRMATieN 

The outcome of of .this route is to determine the client population 
and sample^ what infdnnation is needed and who has it. Options 
include very structured identifi cation by one group to a more 
cdllegial methodology. 
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Option Ohe-'PTahninq Unit ""r^ 

the planning unit, acting Indepe^ determines the; 

pbpal^tibn, sample and ihformatibh. This expedites selection, 
but depending upon the Information and contacts bf the planning 
unit, may bmit either appropriate clients or questions. More 
importantly, this option eliminates the sense bf ownership or 
investment by program staff which comes from participating in 
initial activi ties, _ 



Option Twa-'Pro4ram Manager 

One logical optio'n wbuld appear- to be to ga tiler informati^on 
current users or clients from the program manager. This is a 
sensible, well-travelled option, but if used exclusively can 
leave some interesting sub-options unexplored. The perspective 
may be more limited than necessary. In addition, the route may 
present some road-blocks to a successful joUrney; the program 
manager has a special ^interest ig the outcome and may not wish to 
jeopardize the result by incl uding .former, or dissatisfied, 
cl ients. ' i 



_ Option Three--Prdqraffi Manag er and Planni JKi 5-taff 

The planning staff and program staff work together to determine 
the route. The pl^hhihg 'staff 'gathers basic information from the 
program manager on present, past and potential clients. In 
- addition, the planning staff seeks information from additional 
sources, both within and outside of the organization, regarding 
cdhf iguration of similar programs. The advantage of having the 
planning and program staffs work together* accrues not only in the 
possibility of increasing the information^ but also in 
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satisfactiori with the resolts; If the participant is 
dissatisfied with the choice of option or fellow traveller, the 
result of the jdorney will not be vieWed with much appreciatibh! 

Option Four--Not Only Who, 4ut 

The potential clients have been identified; it is known who has 
the necessary information. But how many can travel the route? 
What should the size of the sample be? To a great extent this 
depends upon the size of the client population ^ the time and 
resources of the staff, a^nd the choice of technique and analysis. 

The considerations outlined in Option One through Three 
apply--plahning staff and program managers working independently, 
or working together. Rather than having the planning staff make 
apparently arbitrary decisions as to size of the sample, working 
together will-^do a lot to ensure that the program manager has . 
ebhfidence in the data once it has been collected. Depending 
upon the expertise, additional research staff may be necessary to 
provide informatioh on statistical analysi s, i ,e. , reliability, 
validity of sample,- etc. 

Hsing a telephone survey technique with a small client 
Rppulation may allow for a 100% sample, with manual data 
analysis. In another case a written survey may be chosen for a ^ 
population of several hundred, still having a 100% samplCi and • 
using conputer analysis techniques. However, the same population 
of several hundred ^roay require a small sample^ if a telephone 
technique is applied. 
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Agairii the considerations outlined iri Bption One through Three 
appiy--planhing staff and program managers working independently, 
or working together. Working together to identify both the 
information needed and developing specific questions verifies 
that the questions will actually collect the appropriate 
information. Depehding^pon the expertise of the managers and 
planning staff, additional research Staff may be called upon for 
development "of questions and format to ensure ease in analysis. 

in addition, decision makers at levels above the program manager 
ifiay have need for information that is not apparent either to the 
planning or program staff. Providing foKreview^ questions by 



administration prior to the conduct of the survey e^ureS that 



the appropriate data will be collected based upi^n the broader 
perspective Of administration. 



There may be Some natural groupings of clients which will JTake 
the data collection process more efficient. For example, regula 
meetings of particular groups or advisory boards may include a 
broad cross-^section of tlw deSired population. Consideration 
must be given to whether or not the group is representative, and 
what to do about surveying those members not attending a 
particular meeting, 

**************************************** 

* Snagshoi: The Superintendents of districts in • . '* 

* Santa Clara County meet monthly with the County * 

* Superintendent, Part of one meeting, was used fotx * 

* a paper and pencil survey of the of the percep- * 

* t^ion of district need for service from the county * 

* office. • * 
********************************************* 





Option Six: Aeeessi bl e cl ients 
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* Shajjshdt : The Educational Media Center Advisory * 

* Corrmiitteei which indodes teacher arid a^lmirii stf^ tor * 

* reprelferitatives from each district within the * 

* county responded to a survey of district heed for * 

* media services, * 
★***************^^************************** 



Some additional factors which are important to consider: 

. • TA^m^ Although it may be easier and quicker for the plaririirig 
staffs for example i to develop a process in isolation, the 
hazards of this option cannot be sufficiently stressed, 
'Uriless great care is taken, the planning staff can be placed 
in the position of making decisions which in truth should be 
made by program staff, simply due to the pressure of time, ' 

• Program Bias : Care must also be .taken to avoid a riatural 
t^ias that can accrue to program staff, ^ 



ROUTE THREE— COLLECTION AND ANALYSIS GF DATA 

Just as some vehicles are better than others for exploring different 
types of terrain i some techniques are better than others for 
identifying the level of need or demand for services for different 
programs. Tl^' theme of thTs option will be to identify the best 
technique for the collection arid arialysis of information needed. 



-telephone Interview - Pre-arranged time 

This option works very^well when a preliminary telephone call 
establishes the purpose and format of the interview and : 
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establ is+ies'a specific appointment for the intervi^w-cal 1% The 
appointment should include th^ estimated duration of the ^ 
interview^ The interviewer uses a pre-set quest^onnai rer 
comprised mostly of items to be cheeked.; G<Swnfrit"Si hbwk^ 
be included. The survey can be extensive ^r limited, depending 
upon the resources to emp:lby ihterviewers. It is impdrtarit for 
interviewers to Kav^. some expertise in'the sabject if eommerits * 
are el ici ted,-Jiny interpretation requi red, ^or deviation from the 
explicit wording allowed. 



Bption Two: M€lephbne"'Ihterview - Pr^-^^ ^ged tine ^^^ 
question s^ 

In addition to the arrah^emehts iji dption^One, the list of 
questions is mailed to the respondent. This addiction all o^^^ 
vrespondehts to seek out any specific information they may^ot 
have readily at hand, / ^ ; 




Option Thre e: Per?gn al Interview 



The purpose, format and duration of the interview is f- 
pre-arranged. The interviewee may be provTlted with a>^fcdpy of the 
quektionnaire. The interview may. be recorded jvith tap^ or notes 
by one or two interviewers. Tht' questions can ihcVoae^heckl i st, 
scaled responses, w4th /oppbrtuni ty for comment as wel 1 as purely 
open-ended questions. TMfe latitude ahd type of- questions , the 
level of the respondent w^ll determine the necessary level of 
^expertise of the interviewers. Wheneter any follow-up questions 
"tre encouraged, or any interpretation or syntheses of the results 
r^is required i the interviewers must Rave expertise in the topic ^ 



areas. # 
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* Snap shot : burihg the second year of strategic *v 

* planning at the Santa Clara Bboniy Office of * 

* Education each of the thirty-seven district super- * 

* intendents in the county participated in an ih-depth * 



* pessona^ op^^i^w* The interview encompassed the * 

* superintendents' perceptions of trends in education * * 

* their need for service from the intermediate unit * 

* and an assessment of the en.virdhmeht in which * 

* education functions today.*" * 
★★★★★★★★★★★ *****************************************^*^ 



Option Four: t^i4:4 en Survey — Mailed 



' The survey instrument is mailed, with a cover letter, to 
appropriate resjDbndents. Depending. Upon ttte size of .the sample 
and the necessary response rate, fallow-up letters eCn be sent to^ 
hbh-respondehts. 



Option Five: Hritteil Survey—Hand c^Fr4^4 

With this option^ the questionnaire can be administered either 
individually or with a group. Individually i_ the time and 
duration of the process is pre-determined. : This option can be 
used suefeessfully with a grpUjD which meets regularly, in which 



ly w 

case the item woffd be oh the agenda for the meeting. The staff 
person admini sterling the survey explains the purpose and format, 
responds to questions, and distributes and collects the ■ 
instrument. 

Decisions need to be made regarding whether or how to obtain 
results from members of the grbujD hot in attendance at that 
particular meeting. The survey can be mailpd, with a cover 
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'letter; admiriistered ata later meetihgi df the sample size may 

be sufficient without their respgnsesi 

^. _ ■ 

Factors which are important^o consider wf|en chooling one of the 
options above include: 

■ % Language : Use '^terminology sbch as "market analysis" may 

be foreign to respondents. The term "needs assessment" or 

"assessment of need or demand" may be more familiar and 
appropriate.^ In addition to the terminology itself, the 
suryey nay require translation . into another language, 
depending upon the respondents. For example, a parent survey 
in a heavily n^i spanic or Vietnames area may need to be printed 
in more than one language. . ^ 

. — -f , ■ 

The size of the population and 



^ sample influences thWtechnique unless resources are 
unlimited; What is "possible for a small group, for example, a 
personal; in-depth interview, would be prohibitively expensive 
with a 1 a rget sample, ' 

I Use of Data : Mhe^th^r th^ data requires in-depth analysis of 
opinions, perceptions,- trends, etc, influences the collection 
criteria. Checklists provide clear, unequivocal data; ^ , 
fpomments may provide data with a more nuance and breadth.' 

redibi 1 ity: Regardless of what techniqaei the data mUst be 
credible to th^ user/interpreter or the effort will be wasted. 

Interviewers: The interviewers' level of knowledge of the 
program as well as the skill and training in interviewing 
techniques is ^£important to consider-. An unskilled 
interviewer, or one With limited program knowledge, can 
'successfuUv^Tnanage a structured written survey, but not be 
sUccessfiilfih. an in-deptir interview situation, 

-V:-'-' ••- ^ 
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ROUTE FbUR--ANALYS^S AND PRESENTATION OF* RESULTS . 

The theme of thi^' route will be the appropriate analysis and 
presehtaticih of the data collected in Route Three^. Decisions made 
Route Three will affect the choice of option here.^ 



Option One: Manual Tally Numeri^-R^spwses^ 



With a small sample, it is often more efficj^ent to tally 
responses by hand. 



Optipyj Two: Comput erized Tally 

With a larger sample, a computerized "system may be faster and 
more cost effective. Options include Use of Scantron, or the 
Statistical Package for the Social Sciences (SPSS). 

_ ;__ _ _ '_ v_ 

Option Three: Int^rpr^ti 



Comments and responses to open-ended questions require carefUl 
interpretation by persons knowledgeable about the program and 
information sought. Vocabulary, selection of categories^ 
synthesis df*>^trapol ation of information depends upon the 
expertise of the^individual recording and interpreting the 
resul ts. 
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Option Four; 



:-ted- Stirvey Firidi rigs 



dftejn it is not feasible to present, in one dbcurherit or at one 
tirne^ ^al 1 of the data cbllected. In these Tnltarices, a seleetiori 
must 6e made, Theskill and expertise of the; individual making 
the selection again is crucial.. Options include involvement of ~* 
program staff in this selection, identification of the material 
by pll^hhing staff , intervi ewers and/or by evaluation research: 
staff- 



tidn Five: Feeiba^; 



rxnation to Program Staff 



Just as managers car be involved in the collection of data, they 
can actively participate in the data analysis. The organization 
should bring together the planhirig staff interviewers and the 
program staff for discussion and analysis ofv^ata as soon as data 
becomes available. : 



Factors which have been mentioned as important to consider in the 
above options in^Jude the size sample, type of ihstrumerit, purpose 
and use of the, data, and whether ,the complete set of data ca^ be 
trari;smitted at one time. Further consideration of these factors 
^ includes: 



i Credibility: : In determining the size of the sample the size 
of thevpopalation, credibility or political acceptability for 
decision making,, as well as available resources arid exper^e 
.are important to consider. V 



Presentation: .Factors to consider when not all info^ation 



can be pres^ented at one time are usefulness, brevity and the 
type- of rating seal e *used,Jn the iristrument". . The type of 
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infcWTf^t ion required, i.e;, percentapSi mean, rarikxrigsi will 
determine the tyjDe of rating scales. 

The Program Manager : The , sooner program managers can get .- 
feedback of information' from planning staff and how they work 
together in the atnalysis a^r<?\ia4;tors v^ich affect the resalts 
of the planning effort. ^ . 

Confidential i ty: Final ly^ ther0^re surveys which will 
require confidentiality of individual responses and 
respondents^. Thi^is especially true when a survey includes 
questions or solicits comments on satisfaction^ or 
performance. A careful ly thought out process is imperative, 
as is confidence in the integrity of the indi viduals. handl ing 
the original data.' y. ; . ^ 



SUMMARY 

Many diffe^rent options. have been presented for the identification of 
cliehtSi the information needed, and techniques for collecting and 
analyzing that information. Different options call for different levels 
of involvement of program and planning*staff , administration and 
respondents. The option chosen must fit the unique needs of the ; 
organization, its structure- and decision-making process. The data 
collection process itself is key\ data can and does change and therefore 
must be periodically reassessed. A palace erected b,n a shifting database 

__ _ _ : .__ 

is sure to crumble! When the. process is accepted, feasible and 

comfortable to the organizarti^n. assessment of heed* can become 5 natural 

_\ _ _^ _ --- 

part of planning *for the future. No single pre-determi ned process will 

reach that level of acceptance--the process^needs to be adapted to the 

organization, just as the tent adapts to the shifting desert sands. 

time and patience are pre-reqtiisi tes both to the design and implementation 
of the analysis of need f^r 5ervices--t ime fop-^training in concept and 
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process i ^irtie fcd work with program staff identifying needed information, 
time for synthesis and analysis of resu-lts. Above all* perhaps time 
devoted to the development of change strategies based up^ the' 
ihfdrniatibri i ^ - ' 

The analysis of heed ^ 'or market analysis, provides da ta--information for 
decision making--! t does hot make decisions. The data must be up-to-date, 
adequate in terns of size of sample, tested at the practi ti ooer level , and 
presented in a useful >^ay. But data is no substitute for judgement and te» 
the best judgement is based on a Balance of data and knowledge built 
through experienc^-^"gut" or ^ihtuitioh^ if you, will. Ultimately, however^ 
sdnebhe within the organization takes responsibility for using the data 
collected during the analysis, together with professional Judgement^ In. 
jtiaking decisions regarding the future. ' • ..• 



'X. 



it 

CHAPTER FaUR"ANAb?SIS 0F GURRENT AND ■ FUTURE EXTERNAL FACfORS 

(Environmental Analysis) /-j : 

FeeUS: WRATHS RAPPERING OUT THERE IN THE REAL- MO^m 

The '^destination" of the ehvi rohmental pdrtidh of the j04rhey''is the 

identification of probable fotura trends or events^ together with 

_v_ 

impl icatl'-bns, which are likely to Impact programs within the organization 

This is a jdurriey into the future. It is an adventure in exploration of 
probabiinies. The ooteome of the journey will deterniine tHe approach to 
other adventures, problems and challenges. 



Depending upon the skills, expertise, background and experiences the 
traveller brings to the adventure, there may be little new information. 
Rather^ on thjs 3durhey^^he traveller can-^expect to experience a 
broadening ol^'Visioh, integrating and bringing into perspective a great 
deal of information and knowledge. The ultimate destination of strategic 
. planning is for tri& traveller to achieve a systematic decision-making 
i process using the vision and perspective gained in the jourhgy Into the 
ahalysis.tif ~^the enyironment. ^ 

Local school districts- operatewi thin the context of a larger environment 
they do not operate in a vacuum. This is probably even more true of an^ 

intermediate education agency since it serves as an arm of the state, 

r ' • . • 

.1 
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^bnietines as an arm of 'the federal government, and can have such a 
multiplicity of functions, ihcludihg direct instruction to children. Ah 
^ analysis of this ehvi rdhmeht examines external forces which impact the 
organization. In this trip, the larger ehvironmeht is defined as the 
social, political/legislative, economic and educational strata of the 
state and the nation. _ Factors in each of these arenas directly or 

indirectly affect policies, the ability to meet demands for service and 

' A 

ev&n the overall mission or purpose of fln organization. 

" For example, an agency may make a policy decision to provide a service for 
which there is a need and which is appropriate within its mission, 
although such a - service may be little known or understood by state 
political leaders. Depending Upon society's perception of the need, the 
financial and political support may, or may hot^ be available to provide 
that Service. If ah agency is aware of political attitudes, the choice 
can either be made to abandon the; program^ based upon lack of support, or 
to actively work to see that Support is forthcoming, if it is determined 
that the program is too important to be abantloned. In other words, with 
ah understanding of what "is happening in the "outside worlds" decision 
makers have a choice in shaping the future of the organization. 

A complete analysis of the environment includes identif-ying elements to be 
included, collection of data, analysis of data to identify trends and 
impl icatidhs, presentation in a manageable format, review and Update. The 
basic purpose is to provide management with information about the 
"outside" world which will be useful in setting the direction of the 
organization. Information must have a broad enough scope to use in 
setting the direction of the total organization^ yet be specific enough to 
be useful' in determining trends and implications to individual programs. 
Below are examples of two envi ronmental "snapshots". 

Through the collection of information and development of trends which will 
impact education, alternative scenarios of the future can be developed 
from which choices can be n^de. This futures perspective, with the 
possibility of a choice in that future, is central to-the strategic 
piahhihg effort. 
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* Snapshot : There is ah identifiable trend Ih Santa * 

* Clara County toward an increase in the Asian * 

* populatidn. This trend has impl i cations for education, * 

* for example, in curriculum and staff development- * 

* Implications for specific programs within the county * 

* office might include providing addi tibnal courses to * 

* teachers to help them understand the major Asian * 

* cultures from which the immigrants have come, learn * 

* teaching strategies, and develop curriculum materials '* 
******************************************************* ****** 



★★*★★★★★★**★****** ****************** ************************* 

* Snapshot : There is a trend throughout the United * 

* States toward an information based society--informatibn * 

* technology through compy^ers. The implications for * 

* education include provi(|ihg curricula that will allcW-r. 

* students to function* in the new technological era, * 

* locating funding for the "hardware" and "software" * 

* necessary, and^^roviding staff development in the * 

* administrative and classroom use of computers. Impli- * 

* cations for the county office are in curriculum develop- * 
*^^en|, including software analysis' and evaluation, and , * 

* in'^'provHc^ng qburses for teachers and admihistratbrs * 

* in use of the technology in both classroom and office. * 
************************************************************* 



C HOOSING THE RIGHT RO UTE 

Because the destination is the, identification of probable trends, together 
with implications for the brganizatbni there are a number of routes from 
which to choose. For a variety of reasons (politics, time, resources^. 
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etc;) a cembiriatibrii or "sceriiJ:;5''°"^^ ^ preferable to a iribre direct 
route. Some of the routes are: Establish an Analysis Teaifi» Develop ; 
Alternative Scenarios of the Future. Interviews, Literatare Re'searchi 
Semihard and Conferences i and' Pdblic Fbrtim. 

How do you choose the most appropriate route? What information is 
needed? What affects the organization? Who can identify the information 
needed? An intermediate unit probably -does not need to have information 
on the number of live condors i the annual rainfal 1 . or the rate of 
enlistment in the Navy, but does need information on what the legislature 
is considering' Tn educational finance and demographic information on the 
number, of childr'en Under the age five. One ofjthe challenges is to narrow 
the scope of data eollecti on/i nformation to a manageable size. Another is 
to identify, at each step, how information will be channeled to and from 
management, staff, governing board and public. 

What resources, or "vehicles," are available to reach the destination? A 
constant balance needs to be achieved between level of participation, 
time, and resources.. Choice of a particular route Will be based upon and 
deteniiined by who can be or needs to be involved and what role tKey will 



*Ih practical terms', how can the' experti se of internal managers and staff 
be used? Hill only in^hbUse staff be involved in the analysis or can 
outside resoui^ces, or "experts," brought into the process. If so, f^h What 
areas and hoW will they be used? What is the role bf the planning staff? 

r , ■ . - ■ 

********************************************************** 



* Warning: Hazardous journey ahead. Alternate routes * 
*■ available. You may want to try al^ routes, b;it be * 

* p^repared for a Ibhg, arduous and costly adventure. * 
********************************************************** 
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The expectation in taking this route Ms that a team of individuals 
will work together to identify trends within society and within 
education itself which have' irnpl icatidris for planning for the maj.o^— 
programs of the ^organization. The Team may identify data needed 
(i.e., elements in the environment to be examined h collect and 
analyze the data, as well as extract the trends and implications. 

The Team, depending upon its membership and expertise, may also 
formulate alternative future scenarios;^ as described in Route Two. ; 

Option- dne--In-hou s e - Team at Staff Level 

The analysis team is comprised of planning unit research, 
writing and management staffs plus representatives from each . 
major operating division of the organization; There is latitude 
within this option to include additional staffs sUch as the 
budget officer, evaluation or research staff. This team 
configuration is fairly easy to initiate* since all team members 
are staff of the organization. It does not, however, directly 
tap the thinking of top management. 

N • 

Bptioh Twd--Ih-hou$e Team at Tofi J\dministrative Level ^ 

The team includes the Superintendent or chief admihi strati ve 
officer and top administration, i.e". , Assistant Superintendents, 
from each riajcr oDerating division. We plahryhg unit sepves.as 
staff to the team. The strength of this approach is that 
thinking of top nanagnient is brought directly into the" process at 
^ an early stage as well as the psychology of working as a team. 
This 'team feffort is often mbt^ difficU'lt to achieve' when the team 

» 
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is composed of individuals who are -?ach leaders in their own 
arehd--eaeh is used to being the "team leader," A weakness to 
this approach is the ext?jeme difficulty which may be ehcbuhtered 
insetting ah adequate time commitment. 



jQption Three-'-In-house Team with Outside Expertise 

In ^ditioK*"to in-hbUse team members, whether at staff or 
superintendent level, the organization can add Vocal educational 
agency representation at the Assistant Superintendent or 
superintendent leve]^, an eednomisti legislative analyst, futurist 
or others identified as necessary to the process. Depending Upon 
the organization, its purpose and clients, this option expands 
the total te^m expertise and viewpbiht. 



* Snapshot: The first Analysis Team the at the Santa * 

* Clara Cqtinty Office of Education was composed of the * 

* Assistant Superintendents from each division of -^^e * 

* Office, two District representatives (a Superintendent * 

* and an Assistant Superintendent for' CUrricUlUm) ^ an * 

* econbrtust and futurist from SRI International. * 



* .The second Analysis Team consisted of the entire * 

» _ ___ 

* Superintendents Council bf the Office, which includes * 

* the Superintendent, Chief Deputy Superintendent, and *' 

* Superintendents. Two Di strict Superintendents and an * 

* ^economist/futSrist completed the Team. * 
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Qptibn^TO^-Bdard ol^Interpreter^ 



This pirtiDn calls for a panel of experj:s to identify policy 
issues and trends in "education. The panel can include 

individuals from inside the organization arid/or other. recognized 

_\ ' . . _ _ . _ ._ 

leaders. Areas of Expertise would need to cover a broad spectrum 
^vtithin education and include curriculum, fihahcei pverriahce* 
staff development^ and labor relations, pi us special ized areas 
such as. vocational or special edacation?\^^llT^ panel identifies 
two bf^three major issues facing- education and particularly the 
jnt^ediate unit. These issues are then the topic for in-dej3t^ 
pbl icy analysis. 

^fhe panel can wi^k in private, work-study s^essions, and/or 
convene in a public session,, with intermediate unit and" district 
boards administration and staff in attendance. 

When considering this route, the following factors will be 
important to keep in mind-: 



i Risk/perspective : During the original des^elopment phase 
of a planning process, using an internal, staff-level 
team maintains Internal controls reduces exposure and 
aj^ids broadcasting any shortcomings during the learning 
stage. Although this option may appear to have less 
: risk, in the long run it may increase the risk to the 
bveraull process if support of top management is not 
maintained or if a broad enough perspective is not 
achieved. 

I Time/Style: Ability to commit time is a key factor, 
especially when tbp administrative officers form the 
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analysis team. In depth analysiViOf the type necessary 
requires sufc^tahtial blocb-of /tim^> away from 
distraction of telephones or other appointnlents. It also 
requires abil i ty to function in a qonsensiaal mode as the 
broad range of trends in society is discussed and focused 
on implications for education. ^ 

Use of results: To whom the team donveys the results of 



its work--the trends and their implications for ed^^tiion 
programs v^ithin the organization and how the results will 
be used in the planning process needs consideration 

Expectation: The expectation or purpos| of the activity 
itself, i.e., infarmatibh ga theringV. anj^ expectation 
regarding what the activ^y will do to th^gJ^anning ^ 
process, i.e., how it will fit* needs to bejiinsldered. 
Is the purpose to gather i nformationi_pr isf the purpose > 
al^ to disseminate informa^on to pjlrticfpating , j 

increasing awareness and tinderfstShding of process i 
itself? . _ . 

Respdnsibilit4^ : What theHeam is^esponsibJ|«^ft)r 
needs- to be a niajdr factor in^jetermining the seVection 
of team members. Is the team to reflect the thihkirm of 
top management, or provide independent analysis of t 
information, which then will be presented to top ^ 
management? What level of activity is^expected of Wle 
team members? If the team is responsible for activity 
such as outlined in Route Two, Scenarios^ its compdsition 
will. probably be different th^ If the level of activity 
consists of examination of available documents, such as 
census reports or efirol 1 men t projections. Is the team 
responsible for identif ica^tidh of the data which needs 
analysis, its collection or originatidh, dr is.!"^ job 
the analysis and interpretation?. ^ ^ 
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I Expert i se/resources : ^ Few^ planning units have internal 
staff wi^h?wide ehbdgh expertise to bbth identify arid 
provide data for each of the-fi^KJp^^r.afeas whiclJ. are likely 
to be iriel tided in any ehvi rbrimelital \arialysi s. For 
example, the art of future forecasting or outlining 
probable alternative futures is a fiighly- special i zed 
field. Future forecasting in economics as well as iri*^ 
very brbad^ social Qdritext provides a solid base ^ ^ 
informatioh on economic reality and social probability. 

; In addition^: witH^ut^dis r^presentati^on oh .tM-/ ■ ^ 

Analysis- feaTny the perspective for the- ititermeii'ite uni't 

• is from H^iriside ,dut" rather than al fowing for "client" 
perspejc.tiye,; ' • ' 



ROUTE TW0--DEVELOP ALTERNATIVE SCENARIOS OF THE FUTURE 

Alternative views of the fu|tfre can be developed ^ased on logical 
probabi^ties. 

An establfshed methbd^^y iri plaririihg is the development of one or 
mo ri^. views of the future based upon logical probabilities. Ofteri* at 

least two alternative jreftarids are developed, based upon "Best" and 

"Worst" probabilities. The scenarios are based upbn data determined 

jbb have pbteritial impact oh the organization. , : 



Ofttjon 6rie — Bevelbped by Arialys45 Team 

The Analysis Team will identify the irifonnation upon which 
scenarios will be based, and with planning staff, prepare' the 
scenarios . ^ . 
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upnon IWO — ueve i up^u uy ; ru u ur i nyj x^-A^w^r 

the Analysis Team and planing staf^* will identify the elements 
,to'be included, prepare the scenarios and review them with the 
Team. ' (See Appendix 1.) * ^ 



The "futuring experts", m^ng with tf|^ifed'^eati©nal experts on 



bptl€)n-Three--P1annijaxj -Staff Bata; Develops SceTiario 

Internal planning staff will review.eollec|ed ^d^ta ^d prepare 
scenaridSi or a docurnent projecting into the future Which 

^hypothesizes about "howithihgs will be in varibus educational 
programs or with varibus issuiei in education. (See AjDjDehdix 2 - 

V BATEblNE 1988). , . : 



When considerinb this route, there are ar purtiber of factors to keep in 
mind. ^ •» ' 

• Tearti Makeup : FiV-st, the choice of route will depend upon 

' the makeup of the Analysis Team, the expertise, resources of 

the planning staff and on the year, or pl'a^ce, al 6ng the 
route, of planning. If the planning proces's is^ in place in 
the orgar>ization (one "trip" has been made and "destination" 
reached), a solid data base developed with alternative f 
future scenarios, then an "ujDdat^" mechanism may be the , • 

internal ;analysi§ and preparation of the posa'tido paper, b«i 
"how things wil 1 Ah example ^of~ such a ^document is ■ • 
l^nown in Appendix 2 - DATEblNE, 1988. 

• Concentration: With education's financial woes, the 
temptation to concentrate oh economic analysis and 
forecasting is great. In planning the analysts, however, 
serious consicii^rjalion must be given to Obtaining a broad 
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social perspective. An economist will provide one ' 
^ perspective; a social futurist provides a cdUhterpoint. 

Using ihe expertise of externar economists and social 
futurists also biTrings the extensive resources of other 
organizations to bear on the planning jjirocess, 

ROUTE THREE--INTEf?VlEWS i ' : * 

Individual and/or small group interviews can beveondtieted with people 

who have expertise/experience in specific areas included in the 

analysis of the environment or programs currently op^ratirrg within the 

environment. For example, interview an iridividual with exper^se in. 

demographics and an individual With expertise in bilingual education. 

The organization can use internal mariager^i staff* district contacts 

arid/or th,e. analysis team- to identify potential interviewees. 

- ' ' - . . . - 

Jt. ■ _ _ 

Interviews can be based upoji al ternate , future scenarios, if they are 

available, or on questions developed by staff. The organization 

shoufd provide interviewees with the scenarios and/br q£^'stidhs in 

advance of the interview at\4 can involve the analysis team, aod , 

lippropriate internal program managers in the development of questions. 

* 'V ' . ■ i 

Option One--Persgf ia1, Individual la terviews 

» - - 

■J ' J j 

A planning staff member ^nd/or Analysis Team '^mber conducts the 
personal interviiew, and- transcribes the result from a tape-^ 
recording or no^tesf A ;?cenario eiad prepared questions are* used 
as a baseT enhancing and developing additional themes as the 
interview progresses. ' ; ^ *i ^ , " 
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bption tWo--individaa1 Tel ephbhei interview 

^he interviewer p^^e-arrahge the interview (making one call to - -:: 
explain the process and obtain consent to interview), A specific 
appointment for a second t^lephonft contact to conduct the 
interview is set at that time,./ Th^ interviewer then mails . 
scenarios and/or questions witWiSequate time for interviewee to 



review prior to interview call, v 



. Y 

m * 

Option Xhree--Persona1 Smiin---Srbup Interviews: Same Subject 

The organization brings together a group of pebple with 
expertise in the same area, for exajnple, all with expertise in. 
public. Ql^i^ns^ or migrant education, and records and - ^ . 
trahseribes thl^TesUl ts, 




^--Personal Interview: Cdmplemehtary Expertise 



c;^- '^^lOther route is to bring together people wi^ i'omplenentary 
I'' expertise. This group might include people with iriformatton on 
r;;^carrent legislation and tf^-^state-wide economic outloSk.'^ 



Option Fi ve--Ihterhal "Interviews 



interviews are conducted with irit^Brhal staff members who have 
expertise in the particular" sabjeet area^ 
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Option Six--Ext8rn a1 Interview^:; Program Specific — Expert^ise 

Interviews .are conducted with individaals separate fr%\w the 

brgariizatibri who have expertise in. a specific area. They^may be 

• persons with expertise in education *br in other areas such as 
dembgraphicSi ecdndmics, legi slation, etc. 

Bptioh Sev^h—Exterrial Inter\riews: Gehefal Expertise 

■ • -'p 

The interviewers may conduct ih-depth interviews with 

individuals who have broad knowledg^ and persfeetive; i.e., 

district sUfierintendehts f^f^f\ overview of issues faced by 

' districts, 'or assistant superintendents for eurrieulum or staff 

development issues. In one instance, in-^depth interviews were 

/ conducted with district superintendents. Two interviewers, each 

taking notes, conducted the Hour and a half intervijew,. covfering a 

range of issues from idehtif ication of significairt trehds^in 

society to need for services. In this instance, the interview 

z - ' _ ^ _ _- _ _ 

results were pertinent for both the environmental .and market 

analysis. (See Appendix 3 - Sample, interview questions.) 

When considering this route, the foil owing factors wiTl be important 
to keep in mind: 

• Credibil i ty : the real value of the information 

cbllectfd through the interviews is in the credibility of 
^ the materia^ydata collected. Therefore, the people us'ihg 

-the information need to: ^ have opportunity to suggest 
Interviewees; fdnnulate questions; arid gerierally be 
involved. Obtaining a balance of viewpoints is ~, 
essential; (only supportive bpiriidri may come from 
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iriterrial staff); hega^'ve or contradictory opinion needs 
/to~b*e sol ici ted. Planning staff remains neutral and 
T'- i I researches to obtain a vajriety of Opinion. 

The candor of the interview may depend upon whether the 
interviewee is to be quoted or whether the i nformation is 
for background. Internal expertise should hot be 
overloofced (there may be national ly known experts 
in-house, for example). In other cases, extern|^ bpihioh 
may provide a broader perspectJve* 



• Resources : ; Againi. exp'ertise and resources may dictate 

routes. Transcribing tape recorded material is 

) . ■ _ _ J. .' . .. 

time-consuming; a staff, member may be able to take notes 

and transcribe more quickly. Travel is expensive; long 

distance telephone interviews may be more feasible. 

• foT low-up: Seinding transcriptions of the interviews to 
the participants provides opportunity to verify data and 

. -up-date information for a subsequerit planning phase. 



ROUTE FOUR—LITERATURE RESEARCH' 

In this routes staff reviews current litef"ature (periodical s^ 
riewspaplfey^*^ areas. Significant information on 

. trehd^^iSiSd; 1]^^ educational plaaning can be extracted, 

. s umn^ r i z'^d , and i n c 1 u d la n hi. ri g d o g ume n t a t i on , 



iq Staff Research/Review 




Placing staff ide.n^fies, reviews and summarizes material 
Staf ft must have Backgrbtmd/expertise to be^ware of 
^ resbiurces/ topics . 
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5 Option TWO--ERIC Search 

Library staff cbridiicts search^ plahhihg staff does review and 
analysis* * . 

) ■'■ * . :"r 

bptipn Threes-Graduate Student Research/Rev4ew • . 

'A person outside the organization is hired to research and 

summarize irifbrmatiph, based" bh' identification, of tbpics/rieeds by 
planning 'Staff. • 

Option Four^-Prdgram Managers Ider^ify Source 

Program managers identify sources and topics. Research and 
analysis is done by planning staff or outside person. . 

When considering this route, the foil owing factors are important to 
Re^p in nfind: . . . 

i Timetiriess of information: Some areas within the 

environnent must be constantly tested and reviewed, in _ 
others, events occur rapidly; legi sla tiorii for example^ 
can sometimes move, quickly through cojnmi ttees. in these 
^areaSi recency of research becomes a key factor. 
Reviewing and summarizing a book may provide little valid 
ihfdrtnationi where weekly- or monthly monitoring of 
certain newsletters may provide valuable data. 
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se^ Literature review must be suited to the 



subject arid the purpose, whether it is to provide a 
ftjundation of basic iriformatiori or to monitor current 
events. .•, ' ■ r 



ROUTE F I Vf- SEMINARS ftNB CgNFERENCB' 



Key areas in the environment can be identified for monitoring; 
attending selected conferences Reeps staff abreast o;f very current 
theories^ usually before material is available in print- * 



Option One--Planninq Staff 



Planning staff atter.d^ conferences >and includes infb:rmation in 
documentation. 



'1 
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Option Twd--Other Stefi 



Staff .from other units attend corTferehces and provide 
.notes/tapes to plahhi^rig staff.. 



mm 



--Bist.rief Representatives 



^-"'■'1<^ ^^^^^ ^^^^ served with the 

S'V v°Miiti5te?i3|^^ whom staff has direct contact, attend and 

> to planning staff. - 
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ROUTE SIX— PUbLIC forum " " 

In a public setting, with an invited audience, topics of general 
interest to the education cdmniunity may be examined. - ^ 

Option Gne--$tructure: Panel Interviews 

One route is to conduct panel discussions or interviews with 
resource people expert in the topic area. As with the individual 
interviews^ th(?|intervi ewers will provide;>questionB, an 
•explanation of the purpose and format of "the Forum to . 
participants in advance. The ques^tions can be drawn from 
implications in scenarios^ if tf% have been developed, or based 
upon expertise of program maSagers and school district 
representatives. The interviewers will use the questtons to 
begin the interview or d1 scossion,,; encouraging the participants 
to expand upbh these anti additional topics. "^.One hazard along^^ . 
this route 13" being locked in to the pre-determihed questions. A 
facilitator and/or member of the planning staff or analy3is team 
should direct questions to participants. Decisions wilTneed to 
be made as to whether the entire^audience will linen to the same 
pane.l/interyieWi or whether two or more dptiohs wi : ^ bp provided, 
based . upan audience interest. (See J\ppendix 4, 'Sample Agenda)^ 

Option Two^-Striictiire: Workshop 

Ah alternate to the interview format is to provide a workshop 
setting,, have a small group generate ideas, pool expertise on aj 
, particQlsr subject, and have a resource persoh summarize, 
...^•yVsyathesr^e: and expand upon the subject. Th>s'fdrmat would be 
^ c/^jitjc'u'lai'ly appropriate for a grbup with considerable experUse, 

is?, l ^ . ; ' 

^ . •. ' . 

. '■.''»> ■ ':■ 
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or where the task, was to identify trends and imjDl ieatibhs from 
the larger societal picture and to focus thdsis trends upon 
education, or a particular aspect of education — for example, 
emplbyrieht trends focused on vocational education. 



Option Three--Keynote Speaker 

One route- may provide the audience with an introductory, keynote 
speaker fdcusing on general "futures" issues^ current state of 
• educational "finance, legislation, e^c. The keynote presentation 

wjl/l draw the audience into thinking .in a futures mode prior to 
^rt^articipating in interviews, wofkshbp.s>, eTc, 



ion Four'— ^niictUr^: Audience Team 



✓ 



The ^drganizatibh specifically invite each district or 
^educatTohal acienc^.^'Wi thi n. the county to send a "team." The 
suggested team wbiil d . incl ude board member, superintendent, 
principal, teacher* classified representation and parent. 



Japti-Ofl— Five—Top jc Choice 

in this option the- choice of topics wtll be key; they must be 
suited to the interests and heeds of the participants well as 
the purpose to be achieved. As long they are of general 
interest, topics can be prograii <^pedific, (vocational education) 
concerned with areas comnon to al 1 , (.(personnel- resources, or labo 
relations); or directed toward very broad philosophical issues, 
(general needs of children or society's pere#pti/en of , ^ 
education). Topics sUch^^s computer technology ^wil 1 Be of 
interest to districts frbm-vej ementary through community college 
as well as intermediate age^fcles. Topics can be in both 
instructional and support a^reas. 



Thare wi 1 V h^cessari ly need to be a balance between tte choice 

. . . . . 

of tqgics and resouroe people available; 

* ■ . ^ v.. 

Topics to be included In , the Forum wi 1 V be, determi ned by the | 
planning staff ahd/dr the analysis team, with a process to obtain 
suggestions for topics and resource people, or speakers^ from 
i hternal managers . T ^ 



When considering this route, the following factors will be important 
to keep in mind:-- , ' 




Presehters/farticj pants : In selecting resource people ^ 
to participate in the Forum, i# is essential to ensure 

.. . _ . . . . . J ; 

that a balance of opinion and perspective wi 1 1 be ^ . 
presented, Fbr^example^ i-f a topic is collective ^ > 

bargaining, resource people should include * ^ - 

repref^ntati ves from varioUs^cProfessional associations, | - 
unions, ma"nagement,^nego.t.iating experts and perhaps a . j " ' 
professor^ or aqad^cian^ *who is expert in schooT law , J 

and collective bargainring. 



f Use o f Informatibh : It should- be determi ned how the 

*T ' 

material presented in the Forum is to be used: In some 
y ^ manner this Information should be included 'l^ 

planning docum^ntatj-og. . C^^sYderation must' b|^-vert^ to ^ 
tape rpcordifi^, transcrtbiPig and summarj zing' tRe 
'infoFi'i tion . Transcribing and summarizing irifdrtnation , 

,_ _ _ _ r*^^^-. - 

from tapes can become^a lengthy, process. ' An alternative, 
solution is. to have notes taken, if a person' is avatlatrle 
with; excel lent skills *^n this area. 
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• AnnDuncernents/-irivi tatioris : AhhbUficements and 
invitations to participate need to Be sent oat well in 
advance, with consideration being given as to whether^or 
'not a response is needed indicating the hdifiber of pei^^e 
attending from one district/agency. Media coverage 
before the event, announcements in county-wide 
publications and internal hoi!se publications need to be 
scheduled. Dependrtig in part upon the purpose of the 
FdruiTii ihvi tations/can be extended to media 
representatives, ^legislators^ and other community 
people. Announcements and i nvi tations ,wil 1 provide an 
opportunity for this lirger audience to become more aware 
of challenges/problems in education and how people in - 
education are approaching those problems. ' . 

Time/Ldc^tidn/Faci14t4^ : As with any conference or 
workshop, attention must be gi vert to tine of day, time of. 
year^ and locatiori and ^arrangement of /fac i 1 i ties. If the 
audience will, consist of peciple other than employees 
(^.i.e.,' board members, community representatives), 
scheduling will need^'to be different than if employees ^ 
comprise. the total audience. The event, can be schedufedr 
for late afternoon, ear>ly evening or orv a Saturday^:. J)ne 
option is to schedule from approximately 4:00 to 9:00 

-p.m., with a'^dinner break, providing r buffet or light 
Slipper. With this optipn, thought must be given to . _ 
meeting expenses, charging for the dinner or charging 
fee for the conference. In one instance, a buffet was 
actuaTly prepared by planning staff and a snail fee 
($2.50) charged to cover expenses. Use of cafeteria 
facilities and personnel is a^wther option. The danger ' 
in not providing a ^'^ight sup^^r" or buffet if the eVent 

. in scheduled from 4 to 9 is that if the audience, must 

leave the site for food, it rii^y delay the start of the 

. . . <^ 

second half of the presehtatibh and a portion of We 
aud"^ence may be lost. 

O / • 



: • - . _ __ _ 

Planners should avoid the very beginning or ending of ^- 

< . _ .... 

the school .year; when site people are overwhelmed with 
^wbrki and be cautious of scheduliiig too near major 
holidays. The Forum should be centrally located for easy 
access by the majority of-districts. This may be the 
i ' Bounty Qffice, or could be at a district site. 

Facilities need to Be tailored to the nature of the 
' preseritaiSoh. If a/pariel interview format is chosen, 

• ' chairs can in symple theater style, or chairs and 

tables for hbte-tatq'hg^ or eating dinner^ If the 
workshop format is chosen, tables may be necessary or 
wall space for charts, etc. 

■ . • '«* ■ " 

^ • Fee: Whether to charge-^a fee raises the issues of 

. y - ' ' providing adequate time arid resburcie^^V ^1 liscting and 

accounting, as well as the do«bT|redged issue of whetjier ._ 
it will eriharice or detract froni attendance. Because of 
the commitment of paying i^ .advance, peojDle seem to be 
more likely to attend. The bther side is that people may 
! V not commit at all if the;re is a fee attached. As, 

mentioned, this also depends upon whether food if 
' available, as well a.s whether expenses for speakers must 

be' covered. " ; w, - 

• - . , " ■ . 

i Analysis of Dati : data collection may be the easy part 
' of the process! The process iJsed- to analyze the data and 

to identify trends and implications is perhaps a^ central 
^ as-the data itself.r Program, managers are 'involved: in ^ 

identification of issues and questibris^ resource persons, 
_ . literature, etc. Planning staff will 'carry major 

4^- responsibility for the' cbl lection of th(|^ data. From that 

pbint there are seve»#' alternate routes fbr the 
: - ' an^-^sis, depending upon the, breadth of experti.se, tine 



and,raE5ources :^ 
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ii Plahhihg. ^aff 'cari analysis, tHe date, drawing out 
both trends and implications, 

if Planning staff can extract trends and implications 
and return to program managers for review. 

fl Original data can be returned to program managers, 
;:who .extract trends and implications- 



il The analysis tea*'can extract trends and 

implications, with or without assistance of 

economists and futifriists, and provide data to 
managers for review. 

'Regardless of which choice^ the more opportunity 
"managers, staff and administration have to review and 
assimilate l^^data, the more credible' the process and 
*the results. It is also important to recognize that 
trends nay be identified which run counter to each 
other. For example, there may be a trend toward 
increasing need in a particular area ( i ,e, , j:omputer 
education), and at the^ same time a tren^ may indicat.e 
fewer resources to meet that need, (See Appendix 5 for 
examples of original data, trend statement^ and 
implications based upon the data.) . . ^ 

Yearly Review : Certain areas feed ei ther lon^^ant, or 
yearly, monitoring. Planners should schedule a second 
cycle of interviews, with legislative or economic 
experts, for example. They should schedule additional 
interviews with new participants to gaip a different 
perspective i and should prov-ide transcriptions of 
infm-v4ew notes to interviews, with requests for 
verification or additional comments: (See Appendix 6 
Interview Follbw-up.) 



Newspapers ahd/dr periodicals can be moni torf isd on 
selected topics; including editorial cbmmeht for attitude 
and trend changes. 

Yearly results of national surveys can be compared with i. 
^ local trends. 



Key issues in drgahizatidns and programs can be 

k - ■ - ' 

identified and monitored on a selective basis. For 
exarnplei orga'niza tional support of key legislation. 



Trend statements can be compared from one year to the ^ 
next, noting changes ant^^erifyi ng changes/implications ^ 
with program msyiBgers. (See Appendix 7 for sample, memo • 
and sample request for informatidh from program 
managers. ) 

. ^ ^ 



SUMMARY 



Strategic planning requires'strategic vis1on--a clear image of what is 
desired. This analysis of external factors projects all who participate 
into the realm of future probabili^, enhancing strategic vision. The 
strength of the process lies in. identifying trends whic^ impact education, 
searching for implications, developing alternative choices and setting a 
course of action based upon the best choice forjthe future of the 
organization. At best-, this process ehhances the pbssibil^y of achieving^ 
the desired future, and at least can influence or mitigate |he JSpaet of 
negative probabilities. 

This analysis of external.:, factors in the enyi ronmsn|.^ relatively new to 
educational planning", but education njo longer^fean exi st w^-tht^^^ ivory 
tower rnentality. The envi ronnental analysis ^Jartfie^s how ttie 
organization is conne(:ted to /events in the larger i^virbn^F^--the outside 



world, it can identify arid allow the organization to deal with 
cbnflietihg trends which can lead to conYlicting goals and expectations. 
Together with the clearly defined purjDoses of the organization and the 
-assessmer^ of client heed* the analysis^f external factors and 
development" of alternative choices for tjie future sets the stage for the 
next jdtirriey into decision making. • 

Fdr 'ih truths the vi ew° Of the future has much to do with the decisions of 
the present, which in turn s'hape the destination of ^the organization as 
the Safari -continues. . ' 

'■ • . . 
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CHAPTER FIVE— ROUTES TO ACTION 



FOCUS: OECISK 



^ENS AFTER THE BATA IS CBbLECTED? 



The "destination" of this portion of the journey is the use of planning 
data in moy4ng the organization toward the actjievement of its identified 
purposes, or mission. This is truly a safari across the shifting sands of 
the pontical decision making cu^Mre of the organization and may be the 
most pglr'ildij;S of all the adventurfes the strategic planner has takeh. For 
if the results of the data collection and research are not translated into 
action for the organization to aehieve'its purpose, planning has beeh^bn a 
trip- to. nowhere* endlessly circling^in the desert^sand, and will 
ultimately die from dehydration of resources. 



i 



The* safari entails the development of a process for presentation and 
revi^ of the information to decision makers at both •administrative and 
policy -levels; tb^ identification of deci sidns- that need- to considered 
based upon the data and. a structure -for making those decisibrfs; (i.e.i 
fiiture fUnfihg, pol icies, strategi e^, ^tevel of service); a structur~e for 
setting priorities for the services the or^fahizatibh prbvid|i;S; the-i; 
j * syhc^w^Sfit?■at1bn bf budget , evaTuation and .planning ' activi t^5^; anct^finally 
the trtrvslation of the policy decisions to ^ctibh at the program^evel . ' 




\ 
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The purposes of the drganizaticih have been def ined, -the. need "f^r serviced 
identified and the external factors in the envinSnment which affect the 
brgahizatioh analyzed. .The package is ready. How is it to be delivered 
and what is to be done with it? Eareful attention to choice of route at 
this point is critical. 



The planning staff has probably^ .bQen fever^hly preparing for and taking 
the preliminary excursions described in the previous chapters. ' It is 
conceivabl e that until" this^po'int 1 i ttl e . attention tias been paid to the 
effo-rt, either by program managers or decision makers,7emi ^thpugh many of 
'the; route option^ actively sol i cited, ^cajoled ^ encouraged, brdwbeat or > 
intimidated a eertOn level of involvement. ^But thft was. during the data' 
cqTleetion, ^ r^esearch, phase of stratdgi^ic"\^anning; deci$i4ns affecting ■ 
tH0i future of programs were yet to be nad^. The Jotirney to^ecisidh 
making is next and the route must be chosen. >Thos^'-Wha do not ' 
participate, for whatever reason,/in travel 1 ing the route may- not 
understand either the im^l lea-tio'ns of the data or thf decisions.' They argi 
therefore unlikely to accept, or own, the decisions and cel^tainly will 
experience difficulty implementing any actions based .i4)dh thdse - 

decisions, " Never has the dertsidh as^ to .who gravels She path, been more 

j - - - 

critical to the planning process.^ ; ^ .: 

" ' ., ■ - - ^ . 

The routes described below again pre se.,nt varidus dptidhs*. ' The rdi|^s are 
not total ly sequential certain routes may Be omitted and.' certai nl.j^ there 



are:options within each route. At each juhcturje, questions must 
asked ^ Whd heeds to be involved? In wFia:t': wtty ? Who makes the d^i^idhs? 
•Who needs to understand those decisidhs? Whd is,-gcwng to '^have to artT updn f 
decisions? What. action will^^e required? What will happen if the- ^ 
decis'fons are. not uhders tddd , ' hdt cl ear ,. cantiot be implemented?, 



RDUTE 0NE-_-PLANtt1^G WORKSHOP: 



ADWNISTRATIVE REVI 




The- expectation iri'taking this route is ^he developraS^t of an appropriate 
format for review of .the planning data 1^ the administrative officers of 
the. organizal^'bn. Each of the options .prfesupposes that the review will 



take, place in a workshop setting The ( 
of>ar'ticipa;tiph by various travel lers^ 



5bns are in the leVel and type 



-J 




Admi h i strati ve Review wi tfP^hning Staff 



In this- option, the administrative body (superintendent, assistant 
superintendents, etc.l meets with the planning staff, ^ The data; is 
transmitted to the administration prior to the meeting, which, is held 
'in a setting where the group is likely tf^be uninterrupted and , 
therefore* wil 1 be abie to focus its complete attention to the review. 
Staff provides ^faci 1 itl*^ oh in nidvihg through the information^. ^ 



- Opt4j 



istrative Revie\aS>vi th Plahnihg, Budget a^id 
Evaluation Staff 



This optibh expands the staff participation to include the budget 

fficer and evaluation staff. Although planning should avoid being 
driveh b^ the budget^ budget information impacts decisions. The 
presence W the budget^f f.icer enables administration td Fftve 
first-hahd/\ip-td-date information on programs thrbugtiout the 
- organization. Evaluator§: provide the added dimension of ^in-depth 
. assessment, 

■5 •■; ■ ' 
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bptidh Three: Adni1nis^tr^44 on Review including An alysis TeafTi .■ 

■ » If di strict representatives and any outside resource persons- seryisd 
on the^an'ilysis ^eamVdefined in Chapter Four, they can be '^^vi ted to 
^rticipStte, particularly in the part' of the review that covers their 
area ,j6f expertise or interest. ' * ^ 
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'. Optibri Four:' Admihl stratiy» Review with' PrggramMam^ei^ 

• ? . ;^ ' ', ^ ~ 

. _: ' . . ■ _ ._ ^ _ . . 

Line managers panticipate in the review in this option. AltbQugh the 
managers wi 31 rfiavre^ worked ^it^ thei r respective administrators and the 
'fanning staff in the development of' pro^arn infofrjnat^or^ the managers 
can .serve in eitJier of two ways, the first sub-option would be^for 
the ^la^nag-ers to ^pYesent ?the program review to the administrative 
stafH the second "Su^S- opt ilDh would be for the responsible » 
administrsfti ve officer to -present the- review, withtthe line manager 
serving as resource f^r adddi tiohal ,.more specift? program 
. . information; " . ' ^ . . 

\ The advantage iji having the 1 i ne managers; ^ "^^ review 

' -accrues both to the administrative team and the' manager^ _ The^e i s 

increased likelihood that al'l'.pertinent informat'ion will be available, - 
• /plus the managers i^^^sense of /participation in the decisjdh making 
^ process will be enhanced. The drawback may |p that, the number of 

* people involved' makes the structure^^o unwieldy or time consumi ng that 
decisions cannot be mftde. • :f 

■■ ^_^.. ' ■ ' - : - 



Factors that are important to consider include 



/ . . _ _ :___«• _. _ y ^ 

f Parti cipatigri Level : Determi ni.n'g the appropriate level of ^ J'y^ ; 
participation of varioi/s players, remembering that the 'greater 
the'":riCimber of people the more time a process ;usudl ly consumes . _^ 

.76 A 




i Decision Wbdel : * beterinini ng in advance whether the 

. administrative officers will work to achieve . qorisehsus * 

r . . . - . - : . . . ..... V 

operate by majority vote, have all votes ^equal, etc; It may 

take longer to achievis consensus^ but in ttie long run the 

decisions may be more fully supportable;' 

% F^£tlJia-t-ix3n: Gonsidering the level and type of facilitation 
and by whom it will be provided. In addition to being arble to 
move through the agenda, the faci 1 i tatbr{s) must have personal 
credibility and be viewed as "neutral" or with no axe to 
grind, * 

• / 

ROUTE 7Wd--REVI£W OF GENEBAL PLANNINS- INFBRMATION. 

Thjs route is taken within the structure of the options of Route 
One. Afte*" decisions' <imve been made aboat who is participating and at 
what level, how is tfiie -'stage to be set for "the program by program 
review? That is the expectation in -Route Two--that through the choice 
of one of the' following route options the stage will be set. 

i3ptiQn'Bne: OvervM^yfof External Erivironmerit 

If an "outside" expert futurist and/or Economist participated in the 
analysis, of the envi ronnjj^nt including the identification of trends a'rid 
implications for the orgariizatiqn% that person can be called upon to 
make a general . presentation of 'findings to the administrative staff. 
This sets the overall scene. 
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Gptibh Two: No Review of External 



V 



If the tbtaV admini Strative staff has served on the analysis team, 
participating in the identification of trends and their implications, 
and is experienced in the planning process, it may be possible to 
dispense^ith the general overview and start the agenda with specific 
program reviews. . ' ' . 

.. . . . . 

OpXiQji Three: Sta ff Review 

In this option, 'appropriate staff members present a general o^rview, 

or summary of information. The Budget Officer presen'ts the budget and 

fiscal overview, arid planning staff reviews general trends, pl^tcy 
implications and organizational mission. 

Factors to consider: ; 

• E^pei^lHe : "The necessary amount of background review prior 
to specific program review will dep^d to a great extent ape 
; ttie-Teve1 of expertise, experience and comfort of the 

administrative staff with the planning process. The higher 
the level, the less bacRgrbund information necessary. 



ROUTE THREE— PROGRAM REVIEW 

The expected outcome of this route is the review and analysis of planning 
data available for the programs of the organization. This review will 
include the statements of purpose or mission, the heed or demand for 
service, 'the factors or trends in the environment together wit^ their 
implications, and the assessment of the accompl i shments of the program in 



. '^Iiei'tri rig ' i ts" (^jr|*^fTt. mi ss There are options in how the review cari" be. 

conducted as%ell as the length, level pf detail arid expertise necessary 



to bring to thefbrpcess. 



* Snapshot A-^st'oryboard'' format is one means of * 

* organ^ing a large amount of data for easy visual ' * 

* reference. This concept was used at the Saritat^' Clara ;; * < 

* eounty Office of Education. One open page, both left' * 

* and^ right sides, contair^ the information heeded in • * 

* summary form. See Appendix 1. ' , * 
*********************** 



Review Conducted by ResponS-i-ble Administrative Officer 

. -^^ _ *_ _■ - ■' ' _y'> ^ - - -._ .- ■- -.- ---- 

In thls^option, the review of the planning data would be conducted by 

the administrative officer to whom the line manager reports- In 

essence, the administrator would both participate on .the re^^iew ^.r^am 

as both a pfesentof and receiver of information. 



t>_ • ^^ 

* Sriapstiot: The' Aslis.tant Superintendents fS^''Busi?les& j * 

^ _ _ . _ * _ . _ _ _ _ _ ''T^ _'. 

* .presents, information on Distri^ct a^^^iess Services atid - * 



^1 ^ - - - 

* " the Control len's ^Offitfe. The'Assi stimr^-^Supetnht^n^^^^^ '* 

' * for IhstriitTtiOri presemts informatidn an^ite^dia x^v^iees ^ * 

- - - ■ .--^ - # • ■ # T 

* * for districts e^d Readstart. - ^ 

*********** 

•■^ - • * : j\ ' ' ■ \, ■ . 

fhe administrator respof^s to- ewestlbhs frpni Jelfew- adm 
tiam -rnembers regarding- .gr^^^o^-am.-^ 'Planning staff %erves j^'sour^e 
regarding the pitwwing 'Yn^^Tmation^tseU n^^n lh# program; tl^' 
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;^irl^ hahager may br may not be presenjt^«.^fespdn spectfie . 



■f 




Cgnd^G^e a by Resportslble Progr^ Manager 



This ^option presents the line prog^am^ manager the oppdrt^nity to 
jDreSeht the jDlahhihg information, fhe responsible ad/nini strator or 
division head j-^yv itig*' receiv^ and approved the iafqrmStion prior to 
the presenta^^:.^^^ i s abi e as* a .member of the , 

administrativeVt^m re^^'^fe^ information at this /po.irit. The 
planning §t^^fo.39^^^ -^^^ves a^s resource regarding the planning 
iinformatioh 1 t§*elf , i.e.^ how da^ta was gathered, selected^ etc. * ^ ' 

The line manager in ^^Poptioa' bears both more responsibil i ty and" 
opportunity. There is greater possibility ofmahaflers "owning" the 
p\anning information when th|^jni>5t interpr'et n't to otn^.^.A The ; ^ 
adnini$trative*offfefr is able to^-foeus bh the review team|toctiji^n>' 



Option^ Three: "^Re^iew Eonddcted by ..Evaluation Staf 

-JH.e .st^_^ji^n^^^r^sp6hs^^^ ^for tp evaluation of .'thg program 
pres|^n.t5 r^^^e^lan^^^a ta . The line managerj^y ar may not^^be, 
Jr^sent. If the iflariager fs presintV he serves 4s a ^^urce for . • . 
j.^stionf regarding ^e programi_;as-\fhe. planrfi ng^^tl^^^^ regarding 

again ablg 



hrh>-€Mlectibr1%bf data, .the administrative off]£e 

. i - ' ■ ' - ■ ^ " 

^fdhction more asva "memll^ review team,*^ 

Facturs^s^^cti wilTbe iniportan't to consi'der: 




■■ c 



f r 



Eevef ^of jetajJy ^ ^tK^ closer iHe revievs/er is_Jto ttiQ^i pimgr^m 
\the m^re ^'i l^^1^%<i that the dat» Gran and wilA&e presented In 
/ greatelr'.'udetail and in greater, length. ^The desired level of 
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will need to be^alaheed. against the ^rnount''of time 
able, i - •. 



J 



Expertise: Units havb-d^ sets of techMcal expertise, 

ife. , businesss •speeia^'(_^Ucatidni :television media. The 
level of questletiiTTg '^y '£hie review team and the level of . ^ 
speei fie expertise filUst be appropriate.. 



. _ ... .-. . _u _ .„ " _. _ 

^ Board .representative : Consideration may be given to having 
She Board pre^id^nt, or^ designee, attend . the admihistrative 
planning session as ^an obseVl^r.. The deci sions fiay ^end , in^ 
part, on t'Re ability of^the individual to "observe" without 
' sending/ subl im^al**^ dur^g -the administrative ^ • ' 

del ibei^^gopv^; The observer wi IJ , g^n a^ j^^^ senie 
.-0^- the/ process and.ilow ^ej^esults W§re ^i^ed. This car^ be 
" a particular ad^ntage {f:^he observer is^^^f^^^^?^^^ 
board who -then must move -^he * process thrcj 
deliberations. ^ ^^^HS^^^^^ftSi 



ROUTE fOUR--ADMINIsf|ATIVE. recrSWN^MAKI NG 





Ta|E 



J 




of th^ preparai 



All of the preparatTort has lead) tc3 this point in the journeyr^^e ^ 
expected out(?omes of "thTwoute" a re decisions shaping the, di rect4i?ll'>Df . 
.the programs of the 'organ i zat ion. • the options "Ipte.w define the tvtfies 
^^of decisions that" can ^ be ^considered . Depending 'jjppn the need , ^ 
expertise and trust iii the process different decision points ^Jjl^be^ 




Chosen by differ^t orfafr^tions or^di f^erent. dectst^on'J poi nt's ^^1 be 
chosen by tji^^ame orgartiza'tion at ^^f fere_nt -tTmes. 



I 

P , 

Qptl o.n:'One: 



Define Long Te 




In th^R^j^tJie^ adm^stratW of f It&f'lWDisi bl e for^ ^ program^ 
indica*t«s the ' lon^ ■tenrt di re^^^^or^ the program Froni^e:.5f^the, 
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:f . "1.. .foil owind chctiees: Decrease l*gvel of cdrilmi ttilehVacti vi ty , maintain at'^ 

. 1 ■ ' : ' . ■•' * . : j'l ' >^ ... ' 

current level of commitment/activity, increase level of " ' ■ 

• commi tment/acti vi tyi Cbrnmi tmeht 'in this case rjefers to cdmmi tment ot^ - 

• , ■ . ■ - ' . " 4i 

v;j^reso(3Y|^^ to accpmpl i sh the -acfivi ties of the program'?*^. The 
•aclMtfator of the grdifp elicitSyCdrnmeh 




5> 03 




■"'\'^faciMt'ator of the grdifp elicits^cdrnmeht frpm dt|ier memfers of the' 
J.' aaffiinistrative team. If the grt)up*'is' op^fating on a con: ehsus model, 
the facilitator, using a rduhd-rdbjn apjDrdrchi leads ^he^^^rqup to 



cons^Mus, 




This option provides t'\- administrator rekpor^t)i 
the initial dppdrturiity to set the future J i r^Otiog^SF^^^^^ 
provide a ^rationale unoh wNtich td base di 3^?uss|br^^tn^'*^^ c*ar> be 
taken regardless of who -hai^ presented th^ proAr^m^ rewX€^ hata in RoU^ 
Three- % ^ , ■ ' ^ 

Lf a group is working through thi.s process of decision rriaki ng. based ' 



upon program re\^'ew and plarih-ihg fdr the^ifst tim^y 
non-threatening first _gtep. 'if the group i^^e^^pec^lepce 
sophisticated the_prd,cess;^'th^ fi'Tst deci sion^-i^^a^ 
more sophisticated, * : \ , ■. /^.-^r 



r 




itlQri Two: I dentify Fun d ing So urce 



Thiis' option requires' ?he 



eurrejil^djix^ Futtfi^ 




Ton; of p^-qgram fgndTi^^^Soir^g^s^ 



This nay_appea^(^ bg a very straightforward bit of infonnati 



ior^^" 



wledgej^' Depend i ng 'u^n t>J%^ si^ 



perhaps ev^ expects to be commonj 
and^di versify of* 



r th^ organizati'on^however; idtep' ^ 
sources can be rather cdmplex_-ahd can change, -tmh^iq 
the program. This information cal yj^ prQvided ^y lheadmij>'i 

' biJP^tyof f icer, either in 



officer, the 1 ihe "manager, ort 
^yerBaT^ form. Th|jW'es^ce\af \he budget of fice?^ at this-ju 
an- asset, e^^ci^^St if t^ has'^been worki^ with the 

planning "staff a|^^e^ bed in ^djjte One^ Opt^Tdn T^d, and can - j 
cross-reference the budget <and. planning* irifoqiiatioh , 
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Fo1 lowing 'the Identification ahdj^greement tjporv eurrerit funding' * 

operating In its chosen|mode. 



sources^ the adiiii hi strati ve ..pe^ijjBW ttpam, 
-identifies the future funding.^iirce. Identifying ^tfe ''future'' &s no 
more than five yeftrs ahead is likely tA,be nio|t^ sqi^gifelsfuh Fbllb|/irig 
the consensus mo'clel described in Opt iSh'^ One* the aditi^^^rator ^' 
responsible for thB program would identify th^^tili pate^ future 
funding source, |Pfe)niments would be el ici ted '_f%Qg^other team members anil; 
the faci 1 i ta tor woul d lead the group- to 



.1 

B Xpe 





This option is a more Specific definition of^\the?future comrfii tmeht of 

ources ^ihd^'fevel of activity^^f the |)rograrnj than Option One, 
especially if! thi source of %iture fundi^ "d_j?rfeKs ioi significant ways 
frbri current funding 
categorica^l grant, w^;^^ is 
upon support froiri gen'&tSi furfd moni'es 



. __ _ 

mple is a'^pr^i^edlji whjicTthaS' on a 
ingj-^iid^^B^ pro/ram f^aciTN^i^t^^ jlepehds 




^yeaA^r 'stTDrt tQfj^ strHtegrB$i>|fiB' 




and 

^f?^^gtr6gram manager. As, w>t^||io|fe>'jpn'^3 thts iM, a ip*ep 
siJc^essful wi th a grpup less texper^^|eed;^iih plsrnhing , 



n a1ternlti\^e "^tUre options ^sinci^he ''"^^^i^^ 

vQia? suefii^a she 



IS t^ut orte year away, /However, beeau s 6*^111 s 'b^non^Nia 
term foQus, it should Gef i ni tely/be viewed as >?E^itiGa^*tep^irt^ 

^veci)Ll route to" strategiip long ranga pTlftMpg-fT^^ alsdv^easy 

■ , 1 ^ ^ . /_^__.___ s^i^' '-^ 

tf^ap^itJbn if managers within the.>orMnizatj»|^ been; used 

•setting yearly ^bjeetive-s. Thg^e'steSrt te-np; strategies pro vi^^ . 

, guidance t^'theimanlger in thinking about thos.e object ivesit^ 

^partieulacly if ^l^ew ^H*ectj_^^ program are being considered by 

' t^e admi^isiratifeig'^Whpn ^rue.strategie long range -planhing is in 

late, fthese. short t^ 

upon ^he^Tohg rang|ypr^egy. 



thel"^ short t^ di rect+Ves wi 1 1 ^ f^entff ied^ac^h J^ear bailed 







\ 




■ Dptibri FbuV: ,^ly Eierhehts 'of Program s in Five Year s 



t 



; . _ _ _ _ _ _____ _ . _• _ _ . ^ 

A group nore experiencei^' in planning based upon alternative futures 
may choose to- ^denti fyi^fc^y elements of programs as the review team 
feels they are:^ike1y to appear in fiv^ years. Evem for afi 
experienced planning review team, this oiDtibn is a VhalTenge and can 
be perilous.- ^f a description of the current pro-am is^li,:t:e a 
photograph, the ^five year description is^equal to an ini^ti^l 'sketch of 
a painting. .But an:-i^itial step, howev^^ tentative, must be;;tafceh\ 
However, it tan be , viewed as a qUahtUm'Jeap rather than a preliminary 
, step depending upon the leVel of participation of line managers.* the 
tin)e available* the ^wledge of the review team with programs 
t+iroughout the organig^fe^ the ha'tural tendency to want to imprint 
one *s own , desires uphn the;, program and the possi^bi If ty of rieglectihg 
to add'ress the feasibij ity J^r a|propria teness-"of certai/^^ 
ThJS; initiak.|irji;g can,', However, be^|Se^^ tp 

focus : the Ithe mangers to the entire^'fcanni ng [jfoce'S^.^ 

In 'fe^sen^^'h^ew^^ the Ses^Triptidhr-bf the program as 

they.tlnih^t |hollld ^rppear in five years. ^s raking a choice of an / 
a l Wrnaitti ve^V*^^ - ' ^ ^p"' ^ ' ^ ■ 

. * The ^egirid step to this optioifitwbutd be^ the ^nd^ntif i^^i^^^^^^ 
^ " ' ^ "evl^ing €Ke initiar^sd^-iptfons and 

r^hfge. description of 3^1^ progra^ as -it 
"^f^^^STKs.. Rowl^ Jix^^-rabo^tes 
p^^j?pft^S^criptfon. • 



^'fBF'1^_pe^«^a lagers to pursue in 
— - ^ " ^ ♦ 
( — 9€)ielopir>g a comprehensive/ 

should,; or is-^ikely to appeal 

tlie bpt;i"br^ for the cbmprehen^/ 




Option Fivef -Cbmpffsitg rftfoigrHatiQ 

y : 

[review tsatti p^vides bq 



is bptiorii 
direction to ^tf 




^^e-rt jad 
rs" th^oi^#PI»^*fe dlH;riit i ^^IJ" f^utiire 
0R^e^ear^-sferat6gy directives: arfd five .year 



the^i 

i ne^ana 
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program des^r0'tio.rfs,. In this waj^ trfe" review ^earfi meets ttvii^ 



dl>j(5ctives. One, j3rbvi/3ihg tiasic policy anal^s to carry ttj;t|[e 
governing bqard and two; prdvi^Tng adri^ to ; 



managers within the organization. 



r 



Dptidh Six: Idehti fy tiHarahteed Lev^l 



of Service 



In this 



oh, the'riBview tea\n idenqfies th- "bottom line" for the 



program-ra minimum gliaranteed level service whir^: will be provided 



clients as long as the program functions 



If the program i s 



mandated, the program wilj continae tOcfdrietidn at this level. If^^dK 



^X. . . . . . . . > _ ' _ ^ _ Cl _ . ._ ■ . . ._ . . 

^'lihe other hand, the prograpi is not m.aifid^ted, t^eVoptions wi^lT ,inc>lode 
<,^ern1:i nation of tfie. program if resources are nbV Itiff^erjtfto inaintdin 
the m^trmjm guaranteed Ts^el 



the,s,£i^gr^^ 



QpttgDn" Seven;. Ideppff^tiOQ df i^dditianal ^Information Needed 



Parti cul( 
admin i.sj 
heec 



_f ir>M- rdU 





"-pfevi ew:of ttiis, -^pe , ^ the. 
may fi^dl thdt'^-urtS^^ i is^ 
}ue^sj0'^(yf in.forniaildn .al 16 planriing . 



budget ar^/or fival^ationvs prdcjram managers to esta:Blish 

^ ' ^ li ^ - ^ 

.parani(5ters' for contii^^e^/plannir^^ef fort. . 



Factors to cdnside^ ir^£h_dcpsihg a cer^ij^tto 





"p? ^he 'above v^^ions ; 




I ■-, Orqahi zgtl-tinal §Mnent% : ' Where ^^e -Ofgafczati on 'is;>^hat 



IS are required Tmmed 



^l|. 



wTiat can be delayisdK' If 



the/6r|anization is in tuFbu>fftce or crisis, ^ome tssue 



vQefed to be addressed immediatilyi others are .better .defert:ed 
uracil a more traiiauil period. Even in'th^ most^turbulent df ^ 
tiYTies, some ' p^rlilds df relative stability 

* d pi 



gay pro 



^opri ai 



Time soit^is of certain issues. 




a more 



^1* -"-^^ experi^^ df^he review team and planning s^ff, but of the 
'^%7;"l^ulii:ine*mSiagers- within- Planning for the -^ 

; •;;^'tiJt'e^Vequ1r*s) of the crowd, but not.;sq, far ahei 



• ., of the crowd,, but not.;so far ahead 

'that:-;tfie stSff ' which 'wil 1 implement the planning strategies is 



left behind. Leaders are leacj^rs only when there are 



fol lowers, 



r 



ROUTE FIVE---COMPREHENSIVE L0N6 RANGE (FIVE YEAR) PROGRAM^DESC^PTION^ 




lis roljte i 




The ^peWd optcome of this .rcAjte is a comprehensive program 
description of how the program shoul d appear , in five yefers. In Route 
Four, Option Four, a pr^imihary five year prpgram ,^escri ption is 
developed bj^^the administrative review te^.^^That initial description 
serves the puf^ose of giving prograni manag^s'en idea of tbe. general 
perception of the/ program by the administration. In this opti6n, ihe 
program manager i^esponsible' fpr' the devel qpment of the complete _ 
program descrj^jBt^ute Four,, Option Four described eveii the ' - 
development d^^^^KnaKy five year descru)tions as a quantum leap, 
rfis route does^^Kqui r^ a leap; i^a^^^Tj;^ is a fneticulofejsly 

ned^ .^ep by step progr^sion ^^"^^^^^^^^^^"^ difficult terrain.' 
only how th^e task is accdmpi i shed , bu'P^t the (ieseription. 
includes,' decides, how it is paclc^iged, aha' how it Vs worked 
through the heirarchy of the" cs^aniza tion and presented to ^the ^ ^ 
administration and board become important cbhsiderati|^s. 



The fncorporatiortof this opti(|r^ihto th^; process def ini^^ely. ^hanges 
the decision nakin^ from the qperational mode of one. ^eai^r to €he : 
longer term strategic mode. In addition, pel icy decisi^^are to ^ 
li^ly to result^rom the five year view' rather ^^^an^the.^^^^ year 



important cc 

\ ^ % - 




V 



ion Qne: Pre-pacRa g^ Informatibh 
} — 



I- 



in this dptioh the' planning stafrf pre-packageV\as much basit 
- information as possible for the "line mahagersvcd'^ work wjth. This can 
( include adopted statements o,f purpose, prbgya^ funding 
information, as well as i hformatvoj^ extrao^ed troRi thefenvirqnmental 



. 

trends and needs of clients. The advantage to pre-packaging is 



efficiency in Use df:lihe managers' 
A disadvantage can acerui 



i)ie,wd in eonsjsjtency of . . 
^irifdrTiTaTtToTi is /extracted and 



fo rma t 

pre-packaged which requir^sHhefjudgment^f the program^;ine manage^;-. 
For example, the-judgra^t as ter'which trends and imp lica tioh_s" may . 
affect a^ partixular.^prx^^ is best made by the marteoer ^ i^^ 
responsibility fpr the pr^ogram rather than exclusively by Fnaiining 
staff. 



Bption Two : ^urreht -P,rdqram Des^iptidn ^ ■ 

"^iny^hls dpt1oR\ tBe rfnanager develops a, complete di^p'i p^ior^of^^lhe ' 
flrograS .^ i^ currently exi s^s, proHdi rtg a 'Veal fty base" fip the 

"~h'' of^^he pragra'fn. . The. 
stlit^mefttSi program. 

- ¥ • 

ions or servjces ^ 




This is^tfte 



^r deSciftjptidn. 

j^^script^q(0'X:aTi. fnclude^the exi^J^ng' 
■ ^^^c^iptid^^^^^ amount and sour 





an assessment of the levej^j^f' ^f fo'?^^^ that" ttte u^t 



Ihe i>fi4^ctioi]S ^performed -Cq^ be jr^oup^ int^! major catf^dries^ i.e. * 
Dire(^-Instructi(^^o'Studeht^.I^^ - 
function Js^^^descpi^^d in^enoug^detail to j^o^ii m 
€omedhe/;^^?l the jirdgramSna^er 's expw|;^4:;^^i:Tt^ An astiinate of the 
^perc?^^'6jr, tot^l - pr^^rmtf^get dol iaVs/is .^^|^feif^^ deters 
l evel of^ffqr%^^ '>th^ ; V 
aS*ition^*ie manager des^^^vb^^ measura the^rradt level 
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of service- the measures are chosen ^hi^ are appropriate to the 
.^unction , i,e,, ABA cduhts, numbers of districts served for an lEA, 
j numbers ofstaff trained, hours spent; ' - . 



Ojjti 0^ Three : jftnalygis o 



The. 1 ine ma 
impl i cations' 





fntifies futai^ trends, together \with tf 
H may impact the specific profVam.- vThe manager 




bases the report or> technicaV expert i^e^' In the programXarea ^ knowledge 



l Of public edU^^tioh arid society iri gen'eraT, as welVaS a review of ^the 
the strategic p]^nninT*^nformation described in Chapters Two, Three 

4and Four the s.tatemerit .'of purpose, tife need/Semand fgr service^and 
t^e e^ern^i factors whicfeaffect the program. 




Picture of the pr'dgram' iri the future*, ,i ri'» as 
Tl;e .pa^'nting' may., turn out to be 




This optioRs^jnt 
much detak^l as Jl^_/eas^ib1e. 

^1i|Dressionistfx:^ :sarreansti'c or Ameihican rej^l 
^sut^^ptidns_ avail able^^ Ri rs?^ the program 
of tfte c?fen§es from-tKevx situatiOri/V 

Ttie other sufi-option cal 1 s for the 

< ^ - ^ ^ - ■ . 

n' t^S^. genera ted^ f51 1 qwrnq' fbrm^ Jdentij^a I 



Car^ii d'era t i opr^ needs tg^^l 
and the uses' tq^vifijc 



t. Th#re are. two^ 
de sc ^j^^^ n /^erm^ 
impl|ct)BKthos^ ' 4 

gr^r! 

n\ 

Y the descVip^ti 

^ _ - ..Z-S-^ — ^ . -i -i L-- - 

tv futurexdescriptions wiiube 

operative, vl^rig/w plari 

r'e^t lot/itf .to be i^sented -4n 
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Ofitifen F 




Ves, Questi6ns-^ % 


es ba re e s , ' I rvt e rmed i a te 






J Steps ^ 










The 1 i he Iria 



U^haly^is of pTSnning infontia'tion, s^iph as 
tne trends, impl icwfS1^^^|p3: client needs, arid sjDecific program 
infomia tion) identifies potential obstacles in moving the program from 
-the Gi^HSDt to the future description* questidhs to which the manager 

^, ■ r # ; ^ _ 

wi 1 1 -need answers and intermediate steps which can be taken to ^ 
accomplish the .task *\ ^ ' 

- - -■ . 

Factors impbrtarit'to cbrisider iri this process iriclude: 




r ' T^etrgrichmeriti^Coriti rigehcy Plaririihg : If the drgahi^atjoh is in 
\ a retrenchment, mode, as most edacational organizations are^^t 
* present, strant'egies. will heed to be considered which ttke this 
'into account. For exatnple, jf there is little lifcli hood ^tiat^^ 
a- program will>^urvive five yleai^s, it is pointless |o be 



developing a ftVe ^ear plan, 



fternati ves# There i s strong. 1 i kel i hood' :^l^a t ,a,?terr^ti 



r . infonnation and time: Vines will be .necessary for di^^feren^^ ^'j 
•^.programs. Some" of his is aLCcbmplished' by providing line 

^ ■ ^ ...... v'Ni-i - - - -- --- ' 

rs with^^p^uJi'nlng options, such as the appropr:riate 

her bptidris rnay heed td be defirted by 
t ^Information does it need /ir^-oKder tb 
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expectations and may well requi re qjianagers pruvrae,u^ieb:> ; 
ihformatibh. . ^ ^ • ^ : 



* Snaphot: A mode? tor the development of a. long range * 
progK^m ^descriptionTv^s developed by'^the Center for * 

* Educational Plann^g, of the -Santa Clara Courj^y Office ^bf* * 

* Education and is attached as Appendix 2. ^ 
****************************** 




iTE SIX--SETTING PRIORITIES 



terhaps in some future times, everything will be possible. . There 
n be no ^eed for this route. ^ In these times of retrenchment, which 
suits in reduction of both educational, resources and services', this 
oute must be seriously considered. The ,^pecte^d outcome wil l be a 
riority ranking of the services of the brgahizatidh, based upon 
"flrtiding source. The options are presen^ted for ranking external ^ , , ; 
services, internal ser^'ices or both. ( _ ^ , . 

' ■ J- ' ^ ^' 

. ^ i ^ , : ■ ' 

Ot>tiOj%^ne: In.div- idual Rackin g oi^External Services 

in this option^^e administrative review team,- wot^kihg individually, 
ranks each of th5 services provfded by the organization to its 
cTientsi The indi^vidual rankings are compiled into Qftfe team ranking. 
'See Appendix"^^ for a model. Using the team ranking, tfie programs are ^ 
prioritised wiihin th^ various fundi^ig sources. . • : 



/ 




snapshot-: The Santa eiara Ek)tirity AdmiriistratSve Cbuheil 

actiing as the review teairt, used a "Decision Board" to 

aeeomplish the priority distribution of programs by 

funding source. .The "Decision Board "^ cons l^e'd of a . 

large, 4x5 foot piece of plywood^ di vi^dK,;.;1%Q columns 

with sufficient nails in each column on wfefch' to place 

hameplates for each' program. The left cdl Umn origi nally 

held' a nameplate for each external program placed on the 

board in de^scending priori ty^ order, according to the 

Team rankirtg. The additibnal columnar headings * • * 

■ - ' ^ a - - - 

identified the v.arious funding options available. Using * 

the consensus model described jspevioUslyi th^ faci 1 i tator * 

led the review teajn to consensus on the fun<Jpg source * 

for each prcjgrajit. Hheri c^^nsus was attained^ the * 

nameplat^was,*rT5Sv^^^ to the appropriat^; column; • Appeh<^ix * 

4 shows the' result^ of the process. / :^ . • " * 



if 



********* 



|i«it******** ****************:* 



************* 




Op t'ion Two : '^Team RankT ^g 




rnal SeF' Vices 



Thisro^tion ^ccor^l jshe$' th#lame task as Option One, y^i th one less 
step. Based Jn^art upon the experience of the teamv t^e individual 
ranking step can^\el imin^ted, mo^rig directly to the consensus model 
team ranking. As t'R^^irst program is reVi ewed,.*the nafnp)late is 
pTaceB upon' the^eei sibn Boeird. As second^ ahcf succeeding programs are 

1^'te is inserted "^at the point indicated by the 
.^^or.ityr. The! di stribu ti oh across the board into 




r^^wi 



g sourc^e^fol lows- 
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MICROCOPY RESOLUTJCJN TEST CHART 
N A T i ONA L BliHE A U . O F S T A N p_A R P S _ 
STANDARD REFERENCE. MATERIAL tOlOa 
(ANSI and ISO TEST CHART No 2) 



Internal services are defined as services which are required for the 

continued operation of the organization, such as maintenance, payroll, 

personnel i purchasing. These' services present a different set of 

difficulties in any attempt at ranking. In actuality, it is 

impbss;jble to eliminate sbhe services, such as payrdl U as long as the 

organization exists. There may, howe\?er, be alternative j3roviders of 

some services, making them less essential to the continued operation 

of the organization. This bptier>, however, only indirectly addresses 

the possibi 1 i ty .of -"al ternative levels of service if the extrapola ticy? 

is made that the least essential services could. ;be provided at a 

' 1 \ 

.decreased level. 

One process for internal service ranking is to identify services in 
broad bands of which are most: essential least essential to the 
operation of the organization. 

*, Snapshot: The process used at the Santatlara County * 

* Office of Education: requested the-admihistrative review * 

* team to identify, using colored marks, the three levels * 

* of essential services^ as depicted in Appendix 5. ** 

* Partly as a result of this activity one internal service * 

* program wa^i scohtihued and an alternative service * 

* provider identified. » * 
******** ********* ************* ******** 



Option Fmr: Ranking of Both internal and External Programs 

This option is really a combiTiation of Options One and Two. There -is 
often a desire within the organization to ensure that- all units are 
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considered equitably arid that if a process is fdllowed for one set of 

services at least a similar process should be followed for all. 

Otherwise the perception may be that certain programs are "exempt" 

from consideration, especially consideration for reduction. At least 

during the first attempt at sUch a prioritization, it may be advisable 

to follow this option and prioritize both external and internal 

programs. It may be that this is the only way to point up the 

^differences between services provided to ext'erhal clients and services 

provided to each other. It may also point to the need to develop a 

process for considering alternative levels 6f service. » 

« 

Factors important to consider: 

i Tool s : Daring the first attemjDt at prioritization, tools 
such as shown. ;in Appendices 3 and 5 may be useful. With 
continued experience^ they may be unnecessary. The team may 
move directly into consensus prioritization, as in Option Two, 

i Alternati^-e bevels of Servi^ : Ultimately the issue of 
alternative levels of service wlSI need to be addressed, if 
retrenchment is necessary. Unless alternative levels of- 
-•^ service ^3re considered', the remaining , opt ion is simjDly to drop 
the prograriis, particularly the external ones; which fall to 
th? bottom of the priority list. 



RgUTE SEVfN--GOVERNING BOARD REVIEW 

" ' ^ _^ ______ _ . " : 

Operational and policy issues underlie, or are the framework within 

which decisions of the adnini strative review team are made. Policy 

issues heed to be decided at the governing board -level; pperatibhal 

issues at the administrative level ^ .wi^ the governing board kept 

" informed. Although that is the classic pattern and dfvisidh between 

policy anjd Sdmini stratidh^. bdard and administrators, in actuality, the 
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division is rare]y that clear cut. Careful consideration of the 

purposes of this route will .lead to the correct choice of djDtidh for 

the orgarvizatioh. The purposes are to inform the board of the results 

of the administration review and analysis of planning irifbrmatibrii tb 

identify and provide information to 'the board on the policy issues so 

that'the board exercises its perbgative in deciding those issues, and 

to inform the board of the administrative decisions on operations, Jo 

these endSi aLterriate bptfbns may be used in presenting the planning 

information to the board and publ ic'r depending in part bn any actibn 

required by the board. The process may include an Informal review in 

^'study sessibn, public hearings^ or formal agendized^action, 

** *** 

* 

Bptlbn Bhe: Board Study Sessibn * 

Ih this bptibhi the administrative review teamj with the assistance 
of the planning staff, presents the full results of the review^ 
prbgram by program, ' This may include all of the decision options in 
Route /Four, since the material is for the Board's information ^ not 
decision. The Board has previously received complete planning 
documentation bn which the review was based^ but no results^of the 
review. - • ' . 

The- Superintendent, as leader of . the administrative team, requests 
the responsible administrator to- review the program. The 
administrator may, as necessary ^ request the prbgrarn line manager to 
participate*. ^ ^ - 

This is an oppprturiity for the Board to receive irifbrmatibri ^ ask 
questions and gain understanding or clarification of process as well 
as results. The study session, of cburse^ is public as required by 
law. The report is not agendized for approval. 
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* Snapshot-:^ At the SCCOE, the responsible ^'pro^gram * 

* administrator presented a "thumbnail" Jketch' of the^^ '* 

* planni'ng information and the prdgram'while results gf ;:'r* 

* the administrative review were disp>ayed on overhead . * 

* i transparencies. This was the Board's first Took at the * 

results. The review team responded to questions; on . * 

* occasion, th'e decisions were modified based upon tibard - * 

* .perceptions. * " * 
****************************************** 



-Rubl-i-C -Hearing 

The purpose, of %he Board publif Hearing, is for the Board _to hear 
public comments on the administrative review of the planning, 
infbrma'tibh. Comments and questions are likely to ran^ge from process 

to cantient to concern regarding decisions contemplated based Upon the 

t _ _ ^ 

ihfor^ation. In theory, comments wi 1 V be from individual members of 
the publ ic, . employee brgahi zatibns^ program advocate groups or other 

public agencies rather than internal management, since the- process has 

\5 > — — 

provided options fbr wbrking the planning ihformatio'n "up through the 
heirarchy. " " 

Again, the report is not agendized for action. . 



Optibh Three: Report Agemji z454-far— Bo^ 

In'^this option, the resjjlts of the report which are appropriate for 
board 'actibh are bff icial ly 'agendized as such, backgroirnd information 
and recommendations are provided by the administratibh and actibh may' 
-be taken. In the previous two .options,' al 1 results of the 
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tidmijsfstra'^i ve review have been presented, to the Board. Fanbwing the 
map outlijied at the beginnirig of this rouAei official board action is 
recdmrrt^nded on policy issues. If the administrative review cdhtaihs 

restilts which ihcTWiB specific Vogram operational directives for the 

\^ ' ^ __. .t-_ ___ __ __ *__ "__. 

ehsuing year, it may ^be neither hec^es^ary nor advisable to have these 

Officially approved by th^ Board. - If on the other hand, the 

--^dminis^ative review ineluiles- long range pi^licy Implications, these 

recommendations should be carried to the Board for approval. 

Separating the Board study^sessibhSi public hearings and action 

sessions provides the opportunity on the one hand to ensure that the 

Board has complete background information and on the^other hand to 

^ focus its attention to the appropriate policy issues after receiving 

pUbl ic comment. . 

-..-^ 

Factors which will be important to consider include: 

I Level of experiehce/experti^ : The f ami liar fty ot thf^oard^ 
and its individual members, with the process and the 
anticipated outcomes wiTl affect the type presentation an^ 
the time it takes. Consideration may need to be given to 
Board in-service sessions on the planning process. 

i Amount: Should the planning information be presented to the 
Board in one session, for an overall view, or/shoUld it be 
divided into smaller db^s? The review and study sessions or 
public hearings may be on the total review* with 
: ' orgahizatidri-wide policy action items also agendized at, one 

action session. However, thrbUghdut the year, as programs are 
reviewed, board action may be appropriate based upon the 
planning ihfdrmatic/h. 

I Role of Board : As indicated, careful consideration as to the 
appropriate role of the Board, relative td the information and 
- resul ts-df_ the review is the absolute key factor. 
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. _ _ _. _ ^_ ^ . .... 

i Folldw-tip: .The questian" also arises'as to how to provide the 



Board with follow-up information either on the results of its 
specific decisions or on additional planning information. 

route" EIGHT— DEeiSIBN TB AETIBN ' ; 

\ _ . . ■ 

The expected outcome of this route is the transfer of administrative 

and board decisions to action at the program level. 



Qptibn One: Transfer of Administrative Directives to^ Budget 



^In this option, the directives for programs for the ensuing year are ' 
translated into specific, measurable budget objectives and evaluation 
spefeif ica tibhs . These objectives can be incbrpbrated into the yearly 
budget document, which is adopted by the Board. However, this may not 
be viewed as apprbpriate for Board approval if the objectives are 
pearly operational planning statements rather than long range policy 
statements. ' - 



Opti bh Twb; Idehti f icatibh arid Assighment of Tasks 

THbse directives not transferred directly into ^budget -objectives are 
identified as tasks to be ebnipleted in some other manner. Ah analysis 
of the tasks Includes their assignment to a particular person or unit, 
the resources available to complete the tasks and the expected butcbme 
and time required. 
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Option Three: Fti11 Tracking of Directives 



'This option incorporates Options' One and Two into one process that 
tracks the disposition of each program directive, whether or not it is 
incorporated into the budget objective|. As shown in Appendix 6 a 
form provides for the statement of the Directive and 'its disposition, 
if it is translated directly into an objective, that is so noted. If 
it is either deleted or modified, a rationale is presented. This 
report cap be forwarded with the '^budget information to the 
administrative review team antl to the Board as appropriate. . 



Factors which will be important to consider: 

i Need: If no method of tracking is devised, the liklihood 

— ' ' — ■ J *■ _____ 

that di rectives are not addressed increases significantly. 

I Proces^s-:- Using the budget document has the advantage of 

providing a pentianent historical record of^he directives, yet 
consideration should be given to whether the operational 
directives and* objectives are appropriate for Board action»^and 
approval, or whether they are within the strictly 
administrative purvue^. : 



ROUTE NINE—BUDGET/EVALUATION AND PLANNING ACTIVITIES 

The expected outcome ^ this route is the syhchrbhizatidn of 
activities within the organization so that planning information, with 
its focus on long-range, alternative future activi ties, is dropped 
into the yearly budget and evaluation cycle at ap'prbpriate intervals. 
The advantages to this route accrue both to the internal planning 
staff, wtdch otherwise may be viewed as peripheral to the "real" world 
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. ' \ : 

of budgets; and to the organization through the coordination pf 
fbinetioris to achieve ah integrated approach to decision making. 



Option 6ne,: Tasks, Studies 

In this option, the planning, budget arid evalu^rtlbn staff work - 
together to determine the appropr'iate division of tasks or requests 
for information ;ori the part of the admi rii stratibri. This dptidri_^ 
naturally follows the choice of Route Severi, Option Two. 



Option Two: Master Calendar ' , ^ 

The outcome of taking this bptibri is-the development or an integrated 
planning calendar which ensures that information wtll be provided to 
arid from each of the units, as well |S to the programs , ,admini stration 
and Board at appropriable times throughout the year. As stated 
earlier, the longer range, futures oriented planning infor^atnon then 
can drop into the cyclical budget arid itaffing^ consi4ierati:ons as 
needed. The first master planning calendar, for the S^arita Clara Courity 
Office of Education is shown in Appendix 7. ^ - . 



ion Three: Cbbrdiriatibri 



In addition tb the calerid^ri the bptibri of regular meetings for the 
purpose of coordinating an approach to a process brings together the 
varied expertise bf the three groups. Such a coordinated approach can 
be taken in the tracking of directives meritibned iri Rbute Eighty 
bptibri Three as well as provide for the incorporation of evaluation 
results and budget information iritb the plaririirig dbcumeritatibri. 
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* Snapshot: At -the SGEBEi staff involved, in the three * 

* functions of budget, evaluation and "planning formed all * 

* ad hoc working group^. sthedulihg nieetings as neces^sary * 

- - ^ > ♦ 

^ to coordinate activities; ; 

********** ******************.*********** 

. R- 

********W****************T/^********* 

* Sna'pshot: *^the SGg6e, a mid-year evaluation of the! * 
^ * previous year *s^lrecti ves was conducted and incbrporited * 

* into the planning documehtatibn. , * : * 

■ . . ■ \ 

Factors impbrtaht_to consider: 

_ . X - ^ 

. t Purpose of Ad hoc Group : The questions may arise as to who 

should be included in such a group. In such case, the purpose 

of the group should be examined.^ If the purpose is^neetihg 

staff responsibility for the function, participants should be 

; * limited to thosei carryi ng the responsibility. Peripheral 

advisory group communication shou'ld^be accomplished thrbugh 

another prbeess. 



SUMMARY ' ' , 

The routes 'described in this- chapter both ctilrtiaate a saries of, planning 
activities and provide the direction for' continuitig activities. These 
bring the total orgaff^zatioh intb focus^- hopefully in three-dimefisianal 
wide-screen^^chnicolor w.ith stereophonic sound. If Ibng range or "^f 
strategic planning is thought of as identification of the puFposes of the 
organization,- rjesearch and analysi^^of information for fgture grogram 
irTipl1\:ations, wi th 'pol icies pnd operational strategies developed from that 

/ , 
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informatiohi then the ratites oatlihed above rrialce^, th^, cona^ting link' 
between the research and the developra^nt of strategies to meet the goals 
of the drgani zatibn . , , 

During earl ler phases line managers^ planning budget arid ^eval ua tion staff* 
and administration have been involved separately in the aeti vities, of 
identifying trends, markets, purposes of the organization.' This route 
ties all of the inforlnation together in decision making processes, jf all 
of the various "travellers" are Brought along the route, they wi-1 1 all 
share similar uhders'tarftlihgs arid' be using the same map for the future of 
the organization. 




XHAPTER,SIX— THE ADVENTURE CONTINUES ' 

FDCUS: THE DESTINATION IS BUT A'PAUSE IN THE CONTINUING JOURNEY 

Has the "destination** been reached^^hat will it be 1ike--this 
"destination." Wheieg has this adventure in 'plarihihg led the traveller? 
It's time to check . the ' compass'. And it's time to sort thrbtigh the 
memorabilia collected along the way--td write the memoirs, display the 
artifacts. The perennial dilemma: What is to be done with it all and 
where dd^we go from here? ^ 

The data has been collected and analyzed; decisions and action plans have 

been made. There has been a reexamihatidh df the reasdh fdr bein^,^av 

- . - • ' ^ - -- --------- ------- -.-.-l^-. 

return to the^ source-**- the purposes of ^he organization. f I • 

It is time ncgy to evaluate what has happened, where the. organizajtion is, 
where plahniSig is in the ^structure of the drganization, and how planning' 
information is • presented.. Is planning information useful and available td 
decisidri makers fdr the long range direction of the organization as well ' 
as, at specific decision points, tbodget c|eadl ihes ,-; layoff notices )? Is 
planning an integral part of the management function for all programs? 



In 
ph 



examining these issues, the planner may welT, look again at the 
ilosbphy and power of strategic pJJihnirigi the hafzards encountered along 
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the way, and the benefits which have accrued^ The planner may question 
whether the hS'zarcIs .been bvercdniei and the requi reitlents for ^uccessfu,! 
strategic ptldTining been met. - 

The four parts bf\ this final chajDter review and expand Upon some basic 
elements, and explore further the adaptation 'the industry based model 
to education^ successful change strategies, (particularly in times of 
retrenchment) and the role of the planner in the life of the ^ 
organization . * ^ 

- ^ z ^ 

REVISITING THE BASICS ^ . . J- 

BeeUMENTATION ' " . . 

__. ' _ .... . . i 

The planner writes the memoirs. Row the planning research data* 
decisions and action plans are presented can enhance or limit the 
Understanding of both the process and the results. The planner 
describes the process, what has been found, its significance in terjns 
, of the organization, what has been decided and finally the impact of 
the decisions. TheSe^memoi rs can literally provide an institutional 
hi:story of -the. orgahizatidn through the delirieatioR of its purposes, 
goals, objectives and ultimately its accomplishments. 

_^ _ ' . _ . . . . _ 

The criteria used to determine what should be included ih the 

documentation and how the information should be packaged and presented 

must be: What will be most usef-^.l to decision-makers, now and. in the 

future. • ' 

' .Informatibh can be forwarded as it is collected or it can be packaged 
periodically, once or twice a year^, and transmi tted^'to the appropriate 
users, either those making decisions or to those who n^ed to be kept 
informed. Anather option is to cdmbihe _the two--forward information 

as it becomes available plus package the information yearly. The 

_ . _ _ _ , . ._ / 

on-going irifbrmatibh assists managers in keeping current with program . 
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planning activities. Ihe yearly package Decomes i:n;e -insi:! tutioncii 
history" as well as presenting the total picture of the brgariizatibri 
at times when it is necessary for acrbss-the-bdard analys,is and 
decision making. 

~ - » ■ 

■ ■ ... - jr'__" 

An enormous-amount of data cari be eblleeted during the process; bf 
cbriductirig surveys^ analyzing legislation, researching trends and 
developing scenarios of the future. The dilemma: The data needs to 
be available, but to present it all becomes. a case of information 
'bverlbad. To ameliorate this jDrbblerii information can be packaged in 
different ways to' achieve diffe^nt purposes. The original source 
documents, i.e., survey printouts* heed to be preserved. From these, 
information should be selected to be included in source reports* and 
then summaries should be prepared which further encapsulate and format 
strategic information for cjecision making. See Appendix 1 Levels of 
Survey Findings 

The Santa Clara County Office of Education Strategic Planning 
Environmental i Market and Evaluation Source Books display selected 
■ source doclifnentation. the Strategic Planning Summary Report and 
Workbooks display summary results in "Storyboard" format, where 
infomation for one program is presented oh one double page. The 
original source material is kept on file in the planning department. 
See Appendix 1 for a Storyboard'. 

Another way to docUmehf the journey is through a slide tape 
presentation, which portrays the purpose and process bf strategic or 
long range planning for an educational agency. This type of 
/presentation can provide further historical dbcumentatidn to be used 
for training within the organization 'or in a seminar/conference 
setting for other brgahizatibhs. 

The 15 minute si ide-tape presentation, Strategi4:- Planning -- 
• £4u«^jj^na1 becUix^Maki nq for an Uncertain Future , was developed by 
the Santa Clara County Office of Education and will continue to be 
useful for these purposes. 

' . ( . ' ■ ' ' •■ . 
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TRAINING 



Throughout the Manual, assarnjDtions are inade about the level of 
understandfr)g and expertise of the various participants regarding the 
p1anr>ing process- as well as the results. The planner may. well need to 
recheck those assumptions and plan for training in areas where it is 
needed, whether by managers, administration or governing board ^ 
members. Adequate training is essential for any change to succeed', 
that training can be accompl-i shed in several ways. , 

The Superihtehdent can provide strong leadership both to staff^and 
board by taking a direct part in training activities. The activities 
can emphasize the philosophy and purpose of long range planning, as 
w?i 1 as specific processes, communication strategies and change 
models. The direct leadership of the Superintendent in itself models 
a problem solving and change process. 

As managers participate in a specific planning model, the planning 
staff can provide program-specific consul tive services in a workshop 
setting to assist in analysis of trends, development of program 
descriptions, etc. 

As new members are (sliscted to a governing board, or new 
managers/administrators join the organizatidri, a review of the ^ 
/philosophy and process will be in order. The slide tape presentation 
mervtioned above is useful for this purpose. 

EVALUATION 

Evaluation strategies have been incorporated into many of the options 
throughout this Manual, particularly ^hrough the activities of program 
evaluators, and intrinsic in the reviews by administration and Board. 
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The basis for evaluation- may be goals established by the 
organizatibri, specific yearly 'objectives with evaluation 
specifications defined for each objective or a general review of the 
activities ebmpared with the missidri or purpose of the program; 

Various levels of formal and informal evaluation of program 
activities can be conducted on an annual ^or semi-annual basis. When 
ar? annual evaluation Is timed to the budget year, evaluation of the 
prior year's objectiv.es and setting of new objectives and evaluation 
speeifications^occurs prior to the adoption of the budget in la^e 
summer. 

This nay not coincide with the nied for evaluation infonnation during 
the early phases of the decision maki ng -^ti vi ties described in 
ehapter Five. If that is the case, then a mid-year evaluation update 

may be desirable. 

• - 

A iriid-year evaiuatlo^ of each of the strategic planning units was 
conducted at the Santa Clara County Office of Education. The 
evaluation, coinpleted in January, provided information^o the 
administration regarding the status of the year's directives as well 
as a progress report on current objectives. This information was 
incorporated into the strategic planning documentation and was an 
integral part of the raterial considered: by the administrative review 
team when that team identified the long-term direction of the 
programs. 

Based upon the type of program and the kinds of alternatives that are 
available to management, there is a choice between conducting an 
in-depth evaluation of a fewer number of programs, a standard 
evaiuatibn of all programs, or a combination of the two. ^ 
Consideration should be given to the options available to mahageneht 
regarding these programs. Whether regular evaluations are mandated by 
a funding agency, or local latitude is limited are factors to be 
considered in deterniriihg the time and need for evaluation 
ihfbrtriatioh. 
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The brgahization can also choos^ between between having^ its own 
internal evaltiation process, whether or not it iS; large enough to have 
fuil^time professional evalaation staff, and hiring external 
evaluatbrs. There is an opinion that external evaluations are a 
luxury, given the current fiscal climatei unless they are necessary 
for political reasons. 

* • ' 

The organization can also ^elect a means for evaluating the- plahhihg 
process itself. For example^ program managers within each major 
division of the organization evaluate the strengths and weaknesses of 
the process, the^ routes and the activities. This information can then 
be directed to the planning unit to be used in determihihg future 
planning activities. 

Evaluation strategies must be feasible within the context of the 
organization and must provide useful information. The prqcess for 
collection and presentation of data needs to match the resources and 
staff of the organization. The process also needs to provide 
information that is most useful in terms of timeliness, type, 
credibility, and presentation.^ ' . 

-J , 

PARTICIPATION AND INFORMATION FLOM 

' f ' - ■ ■ ------- 

Defining the appropriate type of partiei pati on by levels of staff 

throughoat the data collectidhi analysis and decision making process 

is crucial. Mho is involved and when, w^ere information comes from 

and how it is transmitted are questions which can assume a 

considerable degree of significance. Careful thought needs to be 

given to this issue, particularly as it concerns perceptions of 

importance of the activity or IriflUence of people involved. 

Using the established, formal administrative heirarchy adds 
Importance and credibility to transmittal's. For example, messages , 
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messages directly from the plarihihg staff! Thfs fornal information 
flow also keeps the decision makers involved in the jDrdcess of 
developing iriformatibri to meet- their ultimate decision-making needs. 

The need for clear' 1 ihes pf cdrnmUnication and clear responsibility - 
for decisions is critical to the^access of any change effort. For 
example, as information is gathered at the program level .and 

^-transmitted to the administrative leadership there is interaction 
be:tween the twpi subsequently the leadership reviews and makes 
decisions and transmits the information to tt^e Superintendent, who 
then carries responsibility for the decision to transmit the 
information to the governing board. In each case* the paper flow to 
provide "feedback" to program 'aad ^admini strative levels is necessary; 

. equally essential is the clear line of authori ty--the organization 
cannot be speaking with many tongues. ^ 

Although the formal flow of information tt^d a clear line of authority 
are es^eritial^ personaT contact is also needed during the staff 
research and data col lectioQ/analysis phaseV Personal, informal 
discussions often can achieve results quickly and forestall future 
problems by developing greater understanding of t\ve process itself or 
of the information required, 

1 • ■ 

ADAPTATION A ND CHANGE 
* ^ ~ 

There are di fferences between educational organiza tidhs and 
Industry. These diferenc^s make adaptation of the industry-based 
model essential if it is to be successful. V/hat are some of the 
differences? 

i Although not universally true, educational organizations tend 
to be composed largely ""of groups of independent professionals, 
many of whon are self-starters used to making decisions within 
their realm of pedagogical expertise. : , , 
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• Educational organizatibhs do nbt/control the "natural 
resoarees" that flow into the system; There is a cbmnii trfient 

^ to "serve'" based upon ne^d. . The motto on the Statue oT 

Liberty says: "Give me' your tired; your poor, yOur hungry . 
masses yearn'ing to be free." It. is the commitment of public 
education to serve these masses, as well as those more 
affluent. An intermediate unit has some^atitude- osSr and 
above that of districts, but the phiTosophy of providing 
. * services as they are needed prevail sr^ A district cannot say 
it will provide service only to the bright child; intermediate 
anits~?o not provide services only to the "bright" teacher, or 
busi ness manager. 

. ' > 

• Educational agencies Operate under government mandates,- a nd_ 
with governing boards which tend to change frequently; An 
intermediate education agency has more latitude in services it 
can or cannot provide, but stjll operates under mandates. 

• State legislative limitations prevent education agencies from 
responding dynamically to market conditions. Local and 
intermediate education units have extremely limited ability to 
raise revenue or adjust pfiee (tax) for service. The 
intermediate tjnit= again has latitude over districts both in 
service and fees for service. For example; fees to districts 
for media services may be adjusted, or, fees for instructional 
television. 

i The silicon chip manufacturer, the auto executive and the 
•insurance salesman use different terminology and jargon, as 
does the person in education. The planner needs to speak in 
the vernacular of the user of the planning services. 
. ■ ■ -. ■ ■ ■ ' 

If one accepts the premise that the only certainty about the future . 
is that it will be different, then long range or strategic plarinl^^^^^^^ 
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edueation arid iriaustryi what are the critieal elements for the change 
model of strategic plaririirig to work in educatiofi? The choice of 
strategies to enhance planning for change will dejDehd ujDoh the 
planners* view of the organization, the philosophy of how change 
occurs and the balance of resources, time and budget. 



HOU' CHANGE OCCURS 

Research indicates that successful change in education occurs when 
^there is^ an adaptation of the proaess to tSe^brganizatidh and the ^ ^ 
organization to the process. ^ Trying to fit a square peg into a 

round hole will not work! First theh^ the industry based modelH^s 

__' - - -- - .\ 

adapted to education and secondly^ the education model is adapted to 

the particular organization, with its unique combination of people and 

resources. 

THE POLITICAL REALITY 



Educational organizations are in truth political bodies^ hot just in 

terms of being governed by boards or federal and state laws, but in 

- - - _____ ^ _ 

terms of decisions being made by jDebple interested in the outcomes. 
As such, educational organizations are not "pure" or always rational, 
even though there may appear , to be a rational ^ logical organisational 
structure.'^ Goals held by different individuals or groups within 
•the oi^ganizatioh may hot be the same arid may even be in conflict. It 
is evident, therefore^ that change model strategies should be flexible 
and loosely coupled J with emphasis on a continuous, negotiative 
recycling throughout the process.^ 
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Successful change also depends upon the leadership within the * .* 
brganizat'ion exhibiting a oonsistent jDhi Ibsbphy ^ _ndt only of 'change, 
but toward the purpose and mission of the organization.^ A, 
consistent philosophy of leadership models periorial and professionaU. . 
cbmmitnient to a course of action and acceptance of responsibility for 
action. 

Other areas that contribute to_the success df.planriing for chaagC^^^^ 
involve having a sufficient number, or eri ticaF mass, of staff ' 
involved in and committed to the process and the resultant actions. 
Involvement of only^a few limits the ability to move the whole 
organization. Whether the plans appear to be central to the puri>.o^es . 
of the organization is also critical to success. Plan|^can be viewecl;^; 
.as "busyworic" without this perception of central i ty--that planning 

does makl"a difference to the future. Also implicit in the theory, of > 

— - _ _ _ % _ 

adaptation is local -defini tion aniT^evel opment of informatidn and 

materials,' suited to the unique needs of the organization and "owned" 

5* ^ 

by those within it. . / 



TIME 

All of the factors mentioned above take time to happen--time to 
assimilate ideas and concepts, time to develop local materials, time 
to train staff--it would be a lot /aster to force-fit a pre-designed 
change model onto the organization. But time and patience buy 
acceptance and understanding. Succes^^s comes through the process.. The 
process—like a journey to 6z through which the lidh learns enough 
about himself td Understand that he does have courage, the tf?i 
woodsnan's actions prove that he has a heart and the scarecrow, by 
solving prdblems, knows he has a brain— helps us learn who and what we 
are and guides us toward our goals. 

112 



ERIC 



"THESE ARE TIMES TO TRY BEN'S SOUtS"-RETRENeRMENT 



There is an ebb and flow to organizational life, just as with ah 
individual or a family. There are calm, tranquiT times; turbalent'and 
ah^tic times; times pT growth and times of retrenchment^- Different 
things are possible at different times ^M different strategies mu€t 
be used. 

. . - - ----- ■ ' - ----- ' 

Planning for education in the 198D's presents a set of challenges 

different from; planning in some earlier decades. American society is 

1 ivihg^ through a period of retrenchment, reexamination of values and 

It least presently, severe 1 imi tatibhs-oh. resources for education. 

Successful long range planning will manage this retrenchment without 

losing sight of the need for* plans for fixture regeneration^ror 

resurgence. Conversely, even during growth times, attention heeds to 

be given to possible fUtUre retrehchTOht. 

; f ' 

But the current challenge is planning" for retrenchment, , when 
frustration' among staff and clients is rampant, when expectations must 
be lowered, and the burden falls heavily on local officials, and 
decision makers. And there is no Veal alternative to decision making 
based upon judgement. ' v» 



y ^ 

LEAST PAIN RETRENCHMENT ' : 

Russell Rhyhe^ a noted futurist, proposes that the challenge of 
decvsion make^rs is to choose a course of action soon* enough that the 
orga;li2ation suffers the "least pain."^ For this to happen,^ 

^cisions must be made early enough so that there are acceptable 
choices. And different strategies may need to be considered at 
different retrenchment phases. A strategy successful at one phase may 
be ill-conceived for the next phase, and even a good strategy can be 
carried to excess. 
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With -sardonic humoiF, Rhyne identif>es four strategies which have beer 
usecTTt various times and Jfn varying degrees by many organizations: 

• * Wine and -Roses^ - Buy whatever .seems attractive and charge 

it. Proceed to plan and do what you want, 

I The Waiting Game : It's S^sif'h bad dream that surely will go 
away pretty 5oon; fund the same programs as last^year and 
skimp on mast of the new ones. ^ 

• Squeej<y-HheeT M aintenance : Locate the T^udest SGreams, and 
r cover those spots with bandaids, i 

■ I 

• Optimize: Call in some scientific experts; tiey'll tell us 



7 » 

what we ought to do. 



Each of these strategies may, at one time or another * | h.ave ; a degree 
of acceptabil i ty* depending upon the time and place of the 
organization in the retrenchment period. But they are no substitute 
for careful examination of alternative ;^ares provided through 
strategic planning and do not supplant the need for judgment where 
alternative choices are fitted into the context of the brgahizatidh. 



THE RDLE OF THE PLANNER 

_ ^ /_ - - -_ 

What vs the role of the staff planner and what is the place of the 

planner within the drgahi zatibn? Again there are alternatives, based 

upon philosophy and on the uniqcreness of the brgahizatidh. 




f 
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PLACEMENT . ; 

Consideration needs to be given to the placement of the planning ariit 
within the brgahizatibh. ^ the goal is to ensure that the results of 
planning are credible and viewed as being independent of bias. 

• Planning staff needs to ^bej seen as ^ndejDehdeht arid free to 
s ask the hatd questions-.-^estions th^t need to be raised, but 

for a variety of political rpasoris may riot fee raised at the 
• line mtnager or program level. • v 

I Planning heeds to be placed so that motivation in asking 
- .questions is not attributed to p^rpetuating^|the interest of 
one or more sub-groups. 

These goals are most usually aeftdmpl i shed by havirig the jDlaririirig uriit 

report directly to the chief administrative^off icer, rather than to a 

^ _ _ 8 ' 

particular sub-division of . the organization. ^ 



ROLE 



The plapner'5 role may -He viewed as one of researching Key policy 
issues*/ with ho invol vement jji strategies for deci sion^maki ng. In 



this, vjew, planning would be be protected from the political ^ 
ma^lstfom. . ^ i 

On the other hand, the role"" of the planner miy be seen is more 
proacti ve--nbt orily 'cbllectirig infbrmatibri but navigating or 
facilitating groups throUgFr the maelstrom to decision making for the 
figure. / 



declCidh-m^^king authdrity ratfrer than the pUnnihg staff; Bepehdirig 
upon the aniqtje philosophy aryd characteristics of the orgajii2,ation , 
the "planning staff*' can: j 

• Collect informaticwi;,^ , " 

i Develop al ternative' scenarios or choices; 
. . • Train to increase understanding of the- process aind the " . 

resultant data; - - • . 

i Provide facilitation ih afctivi ties from data col lection\to' 

decision-making; 

1 H - - -- 

I Initiate activities to focus attention on problems or areas 

■ [ _ " \ " _ " ' " " - - ^ - - 

- where a probJems appears tb^be Iboining in the futur^;^ 

• I Schedule meetings and activities throughoot the prdce|s, 

timed" to coincide with legal, rtia nil tes where necessaryVk 

• .Cajole, coax, persuades even nag staff to meet deadlines, 

schedule meetings, etc.* to further the process.- 

In this proactive view, the plahner serves as a change agent for the 
organization, developing a process, nurturing, facilitating, training, 
and' initiating where necessary to focus effort. The planner is the 
"^^conduit to move the organization frdm complacency to positive 
adaptation to Change,' ^ 

CHARACTERISTICS 

Cffaracteri Sties of the "planning* staff" need to include technical 
expertise, vision, tenacity and eyen the ability to give away 
ownership of the prodess in which it has invested mUch of itsejf. The 
odeas and concepts must be ahead of the audience, yet not so. fa^viih^^^ 
that the audience is left in bewilderment. Change can take place only 
at the pace in which it can be absorbed by tHiDse within the _ 
orgahizatioh, either at decision or implementation levels, Buf of all 
the qualities needed by. th^ planning staf^, patience and persistence 

< 
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more loosely structured the brgam'zaitlbh , the 'less direct'the f^dute to 
change and the mark frustrating the role of the planner, 'Patience, 
persistence and a sense of the atxsurd are needed! 
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A MijRb FROM THE ' AUTHOR 

If yoa, as a professional educiatlonai planner* have made it this 
far in either the Manual or the planning adventure itself, ^'ou 
already have your eyes on the hbrizbh, realizing that though this 
safari may be ending^ it is really just beginning^ Even as this 
is being written^ na* ideas are forming and hew strategies are 
being tested; the vista ahead is limited only by vision and 
willingness to endure. Your adventure arid your challenge will be 
to examine your orgahizatibh, developing ^nd adapting your own 
model to lead your unique organization through the plannning 
4idventurei , 

It is the hope of the author that the ideas presented in this 
Manual will whet j^bur a for the jburney, as— - 



The tents are folded ^^tS^acked^ 

the^e^ari iS: about to begin. 
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NOTES 



^ Paul- Ben^an and M. W. Mctaaghlin, Federal Prbqranis^Suppbrtihcj 
Educational Change, Vol. JV: The Findings 1n Review j Washington^ D.C.: 
U.S. Office of Education, (R1589/4 Dept. of HHJ, 1975), p. 25. 

^, R; G, Bridge, et aK , •'Making Change Happen?", Teachers ^oU^ 
Record , 77, No. 3 (February 1976), p; 314; 

^ Spencer H. Viyaht and Warren E. Bell * Diagnosing am d Deal ing with 
Bar riers to Change in ScFiojoIs , (Santa Cruz: The Cbnsultihg Exchange* 
1980),' p. 2B. 

^ Carol Jaslow and Relen Mamarchev^_ Making_Chahge Work for You , 
(Ann Arbor: University of Michigan, 1977), p. 31. 

^ Berman an5 Mcbaughlihi p. 25. : 

^ Russell Rhyhe* Choosing a Strategy for Leas ^Pain Retrenchment , 
(San Carlbsr^ Patterns and Systems International, 1982), p. 1. 

^ Rhyne, p. 1. ' . 

^ Darryl J. Ellis and Peter P. Pekar, dr; , Planning for 
Nohplanners , (New York: Amacom, 1986), p. 94, ' 
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^ : ' Glossary 



Analysis of the |nv1ronment| An analysis of the external forcfep 

which impact the organisation ,^ for example, current econ^dmtc , 
legislative, demographic conditions. The term is synonymous with 
environmental analysis. 

Budget dbjecFiveT^ Speci f ic , measurable achievements_to be 

accomplished during the annual budget cycle and included in the 
drganizati bh Adopted Program Budget. 

Glient: Individual, group, agency or district either directly 

receiving service from the organization or contracting with the 
organization to provide service to individuals within their 
respective district or agency 

Directive: Directions from the ^admi nistratibh based on the results 
of the strategic planning dbcumehtatibn. 

Evaluatibn: A methbd bf testing the accomplishment bf the 
objectives as well as the planning process. 

Fuhctibh: Idehtificatibh of the basic tasks of units withTh the ^ 
organization^ regardless of the current orgahi^atiohal 
structure. 

- _ _ _ _ _ _ ' ■ _ _ _ _ '_ _ ^ _ ' 

Funding Source r Source of funds ^ opera tion, of _a_prpgram 

whether from external , independent or internal administrative 
. and discretionary funds. ' « 

Manager, ^ine or program: The individual responsible for managing the 
operation of a specific program. 

Manual: The ^document Advef>ture Plannihg-^f^dmap-to-a- Successful 
Journey , which provides alternative planning models and " 
strategies^ It is to be used as a reference guide to the 
development and implementation of a long-range, or strategic, 
planning process in an intermediate educational agency. 

Market Analysis: An analysis of the demand or need for services 
which the organization can provide, or must provide when' 
mandated. ■ ^ . 

_ _' r 

Mission Statements: Clear, concise statgPients of the basic 
purposes bf the brganization wh-ich a refused tb prbvide 
guidelines for management deci sibns the term alsb refers to 
sub-sets of mission -Statements for each program to fit:>fithih an 
umbreflla statement 'for the brgahizatibn. 

Need/demand fbr Services: Synbnymbus with market analysis. 
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. Planning Staff: the staff assigned the responsibnj*t^^f^ -y/.r-y. ^; ? 
^ deveioping a planning process and faell i ta(t4r\g^^Tt% usefv.-;: 

Planning, Budget and Evaluatioh:: Ah infom^ 

the orgahizatioh whtch_ifrcTudes the functions of Ejudget, :r . "f 
evaluation and planning. y 

*••"■'■•.'• 

Program Description: A stateneht descrUihg the cdhfiguratidh of t;h^ 
program within a given time period. ^ j.;^- 

Strategic Planning Unit: A grouping of functions the .- v , 
organization into one unit for planning porposes; / «: 
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GENERAL FUTOftES 



Chap. 4 App> 3r : 



FIRiiRE d^E 
jCENARIO ELEMENTS 



EEQNnP.Y _ 
P 

National 



State 



Local 



REVENUE. 

LEniSLATION, 



REVENUES 
State 



JlEMlSSftNaE 



Recovery in late 1992; 
Growth averaging over- 
s' per year; 
"Inflation dqi^ to 5* 

California nuch strbrigor; 
4% real growth 1ri 1 he one 

County strpriger 



Modest'iftprovenent in 
Prop. 13' possible; 
Mq tax reduction Tie^s J res 
are p2ssed after -1982 



5* real growth 

6-7« real growth in/ • 
property taxes. 

Revenues reach Prob. 4 

lini^ts in_nany cities- 
and school districts > 



JReUBLED TIflES 

Recovery delayed .to 19S3; 

Rrowth averaging less 
^ than 2^ per year; 
] Inflation 8-12? 

- Cal Iforhia fol lows nation; 
1% re^^ growth in incorie 

County follows State 

A steady strearri of ta)^ 
cutting propositions are 
passed 

1^ real growth post 1982 
About 2% real growth s 



EDUCATION 

' APPRDPRIATIONS 

Federal 



State 

. and 
Loca-T 



4 



Little real growth 

12-15* mcire ped:LJ'"P''T 
by 1957 



Real decline 

Real, decline per pupil 
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GENERAL FUTURES 



■SeENARIB EbEWENTS (cdhtlhUedj 



REN AISSANCE 



TR0UBLED TIMES 



EnUCATION 
LEGISLATION ^ 

Federal ^ ' 



St a te 



ENROLLMENTS 



Some relaxing of^.L. 
94-142i Major consol^i- 
dation with n^w programs 
in science and nath 

New support 'for science, 
nath and vdc. ed. 



Slow decline in North 
County, but strong 
grov/th elsewhere 



Major rel axirig; 

Major consolidation; . 

No hew prdgrans . | 



Littlc^'^change 



Slower overall growth 



ETHNIC MIX Strong growth in Hi spani c 

and Asian students 



Proportionate. shift to 
Hispanic and Asian 



PRIVATE 
SCHOOCS 



Large potential shift to 
private schools 



La rge,_ potential shift to 
i Private schools 



TECHNOLOHY Dranatic growth in uie 

of conputers and other 
high tech products- ■ 



Hightech growth nearly 
as large, but opposed 
By mans^ 



OCCUPATION?;! 
TRENDS 



High denand for all 
technical fields but _ 
decline. in traditional 
occupations 



Less occupational change 



SOCIAL 
CHANGE 



Some revival of fanily 
and connanity; 
.No najdrhew social con- 
flicts; Increasing desire 
for Qlobd"! education 



Continued ; 

disintegration 
of fanily and ccnnunity; 
Denohstrations .^ve*" 
peace,' ehvironrient 
lahguage.rightl and 
global ethics I 



PUBLIC 
:^TTITUDES_ 
TSiiARD '_ ' 
EDUCATION 




Revival of strong 
support with desires 
for prograns exceeding 
revenues 



30 



Fornal education seen 
as . i rrel eyant ^ ol der 
voters refuse ^support 



1 



GEN^RAt FirrURES 



SCENARIf) ELEMENTS > (contlnaed) 



RENAISSANCE 



TRSUBtED TIMES 



TEAEflERS 



Very high retlrenent 
and loss of best 
teachers In 'technical 
fields; Difficult 
recruiting in sone 
fields; Improved norale 



Adequate stjpply but 
more union nlTitancy 

Decl 1hing morale 



JUDICIAL 



Courts , increasingly 
withdraw frdri education 



Cbiirt intervention 
IhcreaseSi afid court 
apFKDihted nasters run 
no re systems 



TEACHERS 



Veryhigh retirenent 
and loss of best 
teachers in technical 
fields;, n_1fficylt_ 
recruiting in some fields; 
Improved morale 



Adequate supply but 
mdre union militancy; 
D^lining morale 



ADMINISTRATORS 



High retirement bat good 
retention otherwise; 
.Shortage of young admin- 
istrators; High morale 



High loss of best a 
youngest; 
Low morale 
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GENERAL rutURES. 



4jn ^ERAL JMPLlCfttifiNS 6F THE SCENftRlO'S - . 

The most powerfal imp! icatlbns' of the scenarios «' i^,. , 

similarities. The two scenarios ara^the resdU ©f careful analysis 
' that inclodld review with senior edJc»,tion analysis in Sacramento. 
While tfiere was agreement that sgpporF for^educational P'-?f ^s 
likely to slow Its recent Recline, there was also agreement that 
roughly 12? more revenue per pupil was the ^^J ^^*^ J^^^^lr^h^ 
Y expected by 19S7. The key, imp! ications that are true across the 
scenarios are the fbnowin?): 

nemajid-s on public education are likely? to 1«?J|asingl? ^ 
exceed iU resources. A total increSient, of T2% spread over 
ffvl years could easily be absorbed'b^ a single group such as 
special education p. teachers ■or' technology enthusiasts. 

• - The continued squeire on, Stajtr and J'ederal program^ 
n^' ?rais or Repuhlican^ are elected 

ninor programs , such as education ^^^^ be Jost n the ^jnflict 

over social Security, nefe/ile, |.co"°^^^P°lJto*>JU^nt 
state^^level, the growth, of the economy is far nore important 
than whoever occupies the GbveVnor^s cha-ir. 

- A growing range of private, nonprofit and -nQh-educttionaV 
public agei^cies will offer educational services. These 
services will jncl ude . arts, child care, science, music, 
computers, special education, vocational training and manv- . 

' others. MiSdIe and 'hiaher income parents will be 

increasintTy willing to buy such services. _ ; 

Public edoBtiort win findjtself injncream^cpe^^ 
_ with other: organizations for talented teachers and - 

adriini strators. «c • 

- The- growth of non-puS1ic educatibhal programs, Wdemands 
6f parents for a wider range of services and te competition 
for talented people; will be much stronger in Santa eara , 

county than elsewhere. Relatively prospenous and well 
■ educated parents can be both a blessing arid a curse. 

The 'conflict between education of the ge.rferal population and. 
-special services to specialgrpups is likely to become 

increasingly bitter. 
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GENERAL FUTURES 



5.6' POLICY IMPL-IC^^TIONS . \ ^ 

While mucji nore detailed policy analysis remains to be done', sone 
qeriiral policy concepts are already apparent. - 

V --The key to inprpvlng the publ ic edugitlbn system In the 

future* will be focussing resource^-^on core programs. Trying 
to save everything will save nothing.:. 

__' _ _ ' _ ' ' --: > -_ - . 

The key long ran^adnini strati is^ue will be planning how to 
recruii and_reta1n top qual ity , younger, teachers and 

• adninistrators. The educational leaders of the future are 

V being lost today. 

■ - s 

Financial pl^anhlng rust focus oh long tern irnprbvemehts^.ajS 
well as short tern sarvival i ' • "j 

Noh-pabTic edpeational prbgrans are_ah opportunity as well as 
: a threat. GSohty parehtsare largely willing and able to pay 
' for special services^ Helping organize such external programs 
(with aid provisions for low income parents) qbuld reduce 
pressures on the public system^, increase resources far core 
programs, and provide additional income to public school 
teachers. 



> 



Imaginative new iris ti tutibhal ^ f ihahcial and admini strative 
^arrangements will be part of virtually any successfaV new 
edueatibnal polieiesi 

Closer cbordination of public programs will be more Important 
than ev^r. There will be a continuingreshufflins of 
programs^ roles and responsibilities that will affect many 
students. 
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DAtELINE — JANUARY 1988 

Happy Ne^ Year! this Is the time of year when journalists traditionally offer 
their readers lists the ten_bestor_ worst movies af the past year, the most 
admired Americans, the most important newsmakers. Even education editorsarg \ 
not irnnane _Je''this joarnalistic vice. My personal list covers what I considi&r 
the mostJ^ortant »educati on-related headlines and articfes that appeared ,.fn 
pi^- lM^ . newspapers in 1987. "^These headl Ines and articles were not 

necessarily the most dramatic or sensatipnal , but -^they highl igh^ an, ''^ - 

Inflyence or trend tha drMnvplved educatidp- i n 1987/ 

that will continue to do so In 1988. * 

Forthwith and without further'^ado^ ny not in any /particuTar order, along 

with my: reasons for choosing each headline and ajccompanying.article. 

- _ . ■ ^ [ 

Sunnyvale Firm Retrains Its Emp1oyees-«Col lege Credits '^rned 

Workers Praise Company and School System 

This headline referred to a training project funded by federal money provided 
through the Job Training and Partnership Act of 1982 and supported by the . 
private capital of an^office machine^ repair company located in Sonnyvale. ' 

Faced with a declining dercahd for repairs- to typewriters, calculators, a 
^pthei^nbh^cpmput office rnaehihes, the ABE Qffice Hach'ine Repair Company 

'^iaw i rr^tJusiriess disappearing. And yet the company's president^ Stu Manhirigi 
.perceived a growing demand for repairs to snail cdnputers and word processors 

hot cbverel!! by manufacturer's service ebhtraets. How to solve the prbblern? 

Lay off his present workers and hire mechanics trained in the hew techhblbgy? 

Even if this had been a viable sblutibn (and it washH* ^s computer mechanics 
are in short supply in our area)', Mr. Manning was concerned about his 
employees ahd their families. He cared enough to investigate the possibility 
of retraining his. present eftiployees to handle the changing nature^ of office 
machine repair. o - 

.The article that accompanied the headline enumerated the various diff icuHies 
" this company president encourvlered in his investigation. For example, he had 
to cope with the distrust that uhfortuhately cbhtihues tb chLaracterize many of 
the relationships between educatiph, by_siness,_and the federal gover , 
And the educational and governmental red tape he uncovered would ^^^have been • , 
enough to discourage anyone. ^Fortunately however^ Mr. Manning w^as a_fighter, 
and his attendance at the "1986 Partners in Techhpl ogy" Conference in San 
i Diego had helped him gain an insight into ways tKat private industry and - 
educators can cooperate to teach Americans the new skills they require. The 
Conference also provided him with information on possible funding sbulces foi^^^ 
retraining projects.. ' ^ 
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If any one of the difficulties Mf^ Manning eneouhtered had not been oyercome, 
his retr-aining project might never have been more than a good idea, Howeyeri 
despite problems, his efforts resulted in a federal ly/unded^trainlng^pbgrain 
at one of bur cortiriunity colleges, af^d the employees of ABC Offlce^chine 
Repair were retrained to meet the demands of their' changi ng job while working 
part-time and receiving full-time pay. The project cost the company money in 
terms of lost work hours and textbooks, bat Stu nannjjng ^^^'s^H was money 
well spent. And now that his .employees are retrained and working full-time 
again, he may be able to recover Some of his expenditures, through a state 
grant 'program started in 1983. 

This story highlights a major problem in our area and one way of solving it, 
even if in a small way; For the last five years we have seen increasing ^ ^ 
numbers qf unanployed workers in Santa Clara County, usually the ones with the 
least technical skills. Hhi'le California has begun to recover from the 
devastating recession of the early and mid-8d's, unemployment due to the 
changing nature of the job market is still a big factor in the moderate rate 
of recovery in bur area. 

Available jobs are cbhCentrated in the fast growing service sectbr and _ ^ 
high-technology industries, especial lyjthecomputer field. The massive^job of 
retraining workers for thbse jobs is i'rrtimidat^ing and co^stly^ but^when the . 
government, private enterprise (even small firms like the bne in Sunnyvale) 
and public edueatfon team up in cooperative efforts. i t can be done. 

.There are now several such cooperative efforts in the Santa Clara Valley, but 
molt of them involve the 1 arger*^'industries . those with substantial -amounts^o^^ 
capital to devote to training projects. The training projects of the Falrpatl^ 
Aircraft Company, fbr example, ha've been -wel 1 documented, by the media. 1 
Chose this headline and article because it not only indicated a creative way 

of solving the retraining problem;; bot it showed that the trend toward 

retraining, rather than laying of? employees, has f fnal ly filtered down to our 
smaller busi^ness Operation's. "Workers praise company and school system, said 
the headline. Sb db I ! ^ , . - 

■" Taming Teacher Attritlbn— Jbhnriy^s Teacher May Also Be 
- His Parent's Cb-wdrker . 

/ ' • ■■■ - _ ■ _ . ^ 

This headline caught my attention this last year because it underscored an 
innovative 'approach yto handling the attrition of teachers from our local 
schools." 



Back in 'the earl^y 80's experts predicted that one result bf the funding _ 
aroblems afflix^ing public education would be a shortage of qualified teachers 
later in the/decade. The$e experts cited several factors: the age ' of mos?^ 
tenared teachers and their anticipated retirement; the^fact that recruitment _ 
of younge? teachers Ha'd been v1 rtual ly hal ted due to money shortages; and^most 
signifilfntly, the fact that talented teachers, especially those skilled in 
.math 0d scilhee, were being lured into better paying industrial jobs. Unlike 
some/predictions, this forecast about teacher attrition proved to be only too 
tri^i and was a cbhtinuihg trend until recently. 
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The article aeedmpanying the headline described how "cbhcerhed business 
representatives, educators, and parents in bur area prevailed bpidn both 
industry and the schools in early 1987 to share their hamah_ resources for . 
rnutual benefit, tinder cooperitive arrangemehts between public_schbbls and the 
private sector, many sponsored by the cburity chaptef of the California .. 
Business Rbundtable, various ^options were made available tb hel p stern, the 
drain of qualified teachers from bur schbbls and tb prbvide supplementary 
teaching support as well. 

For example, a "well qualified but underpaid - high schgpl_math or science- 
teacher may now choose to work part-time in his teaching job and part-time in 
a better paying jbbon industry The, arrangement is supported by both the 
school system and the cpmpdny... The high school recognizes the teacjaer's need 
to upgrade his income^ the firm recognizes . that his teaching skills will help 
upgrade the skills bf "students entering the job market. Or a well_paid 
company executive may now obtain release time from her company to teach 
business administration ^classes in a community college. 

As the headline indicated, this innovative ^approach has onl^y tamed teacher 

attrition in 1987, not solved the problem. And there are other factors 

helping to keep teachers in the schools, too. According to a recent Harris 
pol 1 , _the average Cal if ornian ' s attitude toward education improved during the 
1986 elections when many educational issues were clarified for the public^ As 
a result, _the teaching profession is now perceived in a better light. The 
modified differential salary levels endorsed by the Cal if ornia Teachers 
Association in early 1987 are now being negotiated into expiring teacher 
contracts, and some of our local school districts have already been affected. 
There are even creative ways of of fering -Our teachers affordable housing, such 
as the "teacherage" plans which prbvide; fbr the cbhversibh bf clbsed schools 

into faculty apartments. 

To be sure, the. bptions described in the article are hbt withbut their 
problems. Some educators and bu-siness representatives ftar that the. new 
cooperative arrangements coold p*iace controls on curriculum or jbb hiring 
practices. Tensions have arisen between teachers whb will be offered 
di ffer ential pay increases in their contracts and those in fields such as 
EnQjgiMh and social studies who may nbt be bffered these adjustments. 

While teacher attrition may have been tamed, these . problems wil 1 ,stil 1 be ' wi th 
us in 1988^_I/m afraid. Although now a cc-wbrker_ in industry* Johnny's 
teacher will have to cbpe with the mHtrust felt by some of our business 
representatives- and educator^j^' And within the.edi^catibhal conmUhity itself, 
the morale prbblems we're wixhessihg will cbhtinue tb test the dedication of 
even bur mbst committed teachers. 

. i> 

Jh€ Reformatibh That Never Happened: An Update on Teacher Conipetency, 
Graduation Requif«nehts» and Curriculum Standards 

The reformation alluded to in this 1987 headline concerned a movement, that 
began tb gather_mdnentum_ i n l?82-83^_ For years we had heard opinions from^ 
various segments of the publ ic regarding the need to improve public educatibn 
through tougher standards in teacher hiring and dismissal ^ graduation 
requirements, and curriculum, but it wasn't until *82-'83 that a movement as 
such could really be discerped,' ' .: . 
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Hhit ¥as ihterpfcted by some as a voter referendom In the cleetlbns of 1982 
gave "irnpetus to the movem^t, and soon m began to read about studies^ call Ihg 
for 9 return to state-indndated_high school graduation standards and more 
demanding classes. Reconmendations^were sent to the Eal Iforbia Legislature : ^ 
calling for simp! if ied procedures for teacher dismissal (Including the release 
of prbbatioraary teachersl and proposing that model graduation requirements and 
currlculufti Standards be developed. eoalitions i^ere^bnDed; the State 
Departnient of Education, the state PTA, the Eal iforhia Teachers Association^ - 
and the California School BoardsAssociation all debated the Issues; and the^ 
State Superintendent of Publ ic [nstraction proposed to the Leglslatureabill 
which would require a "core curriculum" for all students. The refomatibn 
movefTierit was well under way by mi3*1983. 

The article accompanying the'headlihe reviewed this past Mstory and then went 

on to describe the controversies over these Issueswhich continue tbbe 

debated to this day. Rhile it's difficult to simplify alVof the argurtients 
and counter-arguments, the fuhdamehtal disagreement seems not to lie with the^ 
need for toagher standards, but rather tb center aroundwhether these:tougher 
standards should be required by legislative mandate or simply reronmended to 
' local school districts and'left to thefr. to enforce. Both ^sifles seen to have- 
strong proponents for their views ^ so whil e se^ral bil ls_have been introduced 
to the begislature, a 1 legislative measures have been stalemated so far.; ^ 
Rany legislattirs are understandably leery of more educational mandates In. > 
light of the various lawsuits over funding mandated costs .that ha^e been in 
the courts since 1982. The author of th^ article therefore concluded. that the 
reforr^atibh has "never happened," and that the refom movement has 
consequently been defeated by these ongoing controversies. 

But is thi's really true? This headline and article are impbrtaht. I believe, 
because they sum up what is often a popular_misconcept1on concerning the way 
that change occurs. Change is not always the result of either^"official 
reconrr.endations*' or "legislative mandates" it can occur subtly, sometimes 
almost- imperceptibly, as ar outgrowth of a_ well publicized debate saeh^^ a 
one. Surely the recent rises in our students * scores on SAT t«ts (nbw up 
from the 1982 Ibw of 27th in the nation, to 19th in the nation) ^n be 
attributed, at least in part* to California's increased awarene.ss of the need 
for higher instructional quality, and better student performance. 

In 1988 we should be ^lert to other developments in education that might ^ _ 
substantiate this_hypcthesjs. The reformation that never happened may in fact 
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DISTRICT SUPERINtEND£NT*S SURVEY ^^^P" ^ 

FALL 1982. ■ - ' 



1.0 OVERALL DISTRICT OPERATIONS 

2.0 CHANGES IN STUDENT POPULATION 

3.0 CHANGES, IN PARENTS/COMMUNITY 

4,0 DISTRICT GOVERNANeE AND RELATEB ISSUES 

5.0 DISTRICT PERSONNEL ' |; ' 

6.0 INSTRUCTIONAL SERVlCES^IRECf AND SUPPORT 

7.0. SPECIAL EDUCATION 

8.0 ADMINIST-RATIVE SUPPORT I EES 
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DISTRia SUPERINTENbEHT'S^SUpVEY 



#♦***»«***»**•********************************■*******■************************ 



RESPDNDENT'S : 
DISTRIET: 



DATE: " ' DISTRICT TYPE — DISTRICT SIZE 



1.0 OVERALL DISTRICT OPERATIONS 

1;1 What will be the greatest societal trend affecting pabUc education 
daring the next five years?' ^ : 

"(PROBE : What effect will it have!) 



■ ^ i 

1.2 What should the function of education be? 



i;3 What is the most important or outstanding instroetibnal inhdvatidn 
talcing place in your district currently? 

(PROBE : What* if^sjiy, innovitions are in the planning stages?) 

— "\ ' ■ = 



1.4 Specifically, over the next five years: 

8. Will your district's instructional day: 

Decreas-e Remain About Same Increase' DK/NA 

COMMENTS: - : 



HO 



STRICT SUPT'S SURVEY 



b. Win gradua.tibri requirOTehts : 

Decrease Renain About Same 

j COMMENTS: '1 



Increase 



DK/NA 



c. Will alVocatlons for remediation programs: 

Decrease Remain About Same Increase 

f ' COMMENTS: ■ " ' ' . 



DK/NA 




d. Win allocations for gifted students: 
Decrease Rerain About Sane 

COMMENTS: - 



Increase 



DK/NA 



TTS If you were to suddenly learn"tFat, In the:;n^ fiscal year, your 
district's gfeneralfundj^^ twenty-five percent^ 

..what top three imnediate goals would you set for your district? 



2.C CHANGES IN STtJBENT PQPUtATION ; . 

2.1 Over the next five yearSi describe the changes ydU foresee in your 
district's student population, - 



-in Overall Ehrollnehts 
Decrease Remain About Same 



Increase 
^qrabi 



DK/NA 



(PROBE .: Specify changes In different age grbups/grabe level s» 
What steps will your district heed to take to respond to t^ese 
changes?) . ^ • 

\b " 

COMMENTS: 



EKLC 
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^ DISTRICT SUPT'S SURVEY 

Race/Ethnic Hlhorlty Students . ; ^ 

Decrease Remain About. Same —--Increase &K/NA 

■ _ - . — ■ •_ _ \. ^ 

(PROBE : Specify changes^in^if ferent minority groups. What 
stef?s will your district need to take to respond to these 
changes?) ^: . ' 

COMMENTS: - ^ 




-Sp^ecial Education Students 



Decrease Renain About Same increase ^ CK/RA 

(PROBE : Specify changes In handicapping conditic^ns, What 
steps win your distric,t need to take to respond to these - 
changes?) ^ ' *\ 



eOMMENTS:. 




• Bi linqwal Students ' 

Decrease Remain About Sane Increase DK/NA 

(PROBE: Specify^changes" in gWM-^f bilingual students, ^feat 
steps will your district need to take to respond tO' these 
changes?) * 

COMMENTS: - - 



1A2 



S §ORVEY 



J.d: CHANGES IN PARENTS/eOMMUNIT? 

3;1 Ovier the^next fi^ve yearsi describe the changes yoti foresee In 
garents and conmanlty With respect to the fol lowing 
qaal i ties/characterfstlcs 

'■ . ' *^ 

a. Level of parehtal/xonntihity Ihvdlvefneht 

' Oecr|Sse Remain Sani Increase JK/NA 



(PROBE : What 'factdrs/lndlcitors do.ypu use tp measure parental 
Ihd conniuhlty Invol venient? Attempt to make distinction between 
interest In 1ssues_yersus willingness to comit time to 
classrO(?n or committee work,) 



^ COMMENTS: 



Support for Public Educatidri ^ V 

Decrease Regain Sane — Increase DK/NA 

• ;^ '(PROBE : What factorsZindicators do you use to*measure parental 
^ iS^hd cdrfinunity support? Also, /will there^e a difference in 
^ support between comnunity parents and comrunity non-parents?) 



COMMENTS: 



c. Overall Expectations Parents have of District 

Eecrease Renaih Sartie , _ Increase DK/NA^ 



3.2 What do parents tell you they want ndSt from schools for their 
ehndreh? i^'' 



BjSTRiCT SUPT'S SURVEY 



4.0 biStRiCt ^S^ERNANeE ANB RELATED ISSUES 

4.1 Over the next five years, what major chan^, .if wy, do you 
*. foresee in the way your district is governed? 



ERIC 



4.2 Oyer the next five years will state control of local education ^ 
i agencies: . 

' ■ _ - . 

Decrease Remain Safie _ Increase DK/NA : 



eGMHENTS: 



4.3 With respect to adninistrative. rather than policy matters, will 
your board's involvenent: 

Decrease — Renaih Same r . Increase DK/NA 

CoImENTS: ■ 



4.4 • ever -tKe next f i ve yearsrwi 1 1 the number of PAC's in your dptrict 
« or the ambunt of organised parent involvetnent .in decision-mging. 

_^ Decrease RenaVn' Sane Increase ^— DK/NA 

(PROBE: •Kill federal _de-rega1ation reduce the overall nambers.bf 
advisory groups in district?) , 

COMMENTS: - - " ^ ■ ' -f- 



5 



■ ■■ 144 

141 



t 

^ bjStRiet SbPt'S SURVEY 



0 DISTRICT PERSONNEL . n 

5.1 Over the next five years* will the ability of your di^rlc't to hire 
qualified certificated personnel: P 

Decrease Renain Same Increase DK/NA 

(PROBE: Distinguish between problefns_of flnjnclal ability and 
problems of .a shrinking pool of qualified candidates; what areas 
[e.g. math/science, etc.] will b^ the hardest hit?) 

COMMENTS: . 



5.2 Over^'tjhe next five years, will the ability of your district to hire 
qualified classifi-ed personnel: 

Decrease Renain Sane Increase DK/NA 



(PROBE: Distinguish between prbbl ens of financial _ab1l1^ and 
problers of a.shrihkihg pool, of qualified candidates; what ^a^eas 
[instructional aides* professionals, dp personnel] will be the 
hardest hit?) 

COMMENTS: " ■ 



TTS - • - 

5.3' If you foresee difficulties in securing the services of qualified 
employees in the next five years, what, if any, steps will your 
district take to litigate the probler? 
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I STRICT SUPT'S SURVEY 



5.4 Over the next five years, will labor relations In your dl.strlct: 

— improve Remain Sane Worsen :_>DK/NA 

(PROBE: What Impllcatidhs will thise changes have? B 11,1 changes 
hinder or hamper efforts to Improve the quality of^Pffrsonnel te.§. 
questions of tenure, differentiated ;Staflingj?. 



5.5 Ovfr the next five years, will bargaining unit involvenent in your 
Strict's decision-making: 



Decrease 

COMMENTS: — 



Renain Sane 



increase 



'6.;0 INSTREjenONAt SERVICES-DIRECT AND SUPPORT . '' ■ & 

, l.l Describe Changes, if any, you foresee in*your district's level of 
derrand/need for the fol lowing COE services over the next five years 
and explain the key reasons for the Changes: 



Decrease 



^ Remain Satne - — 



eWENTS: 



Increase 



DK/NA 



b. Curriculum Oeveloppejrt 

\g^i^ease - ■- Renain Sarie 
COMMENTS: -— ' 



Increase 



dk/NA 
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ORUIVIr 

THi FUTURE OF OUR S 

A LOOK 



PtEASE POST 




How will educatibh in Santa Clara County change by 1987? Jt^e Sa^^^ 

Edueatioh is planning its future and seeking information from experts who respond to two vgws of 
1987: Factors to be considered include ecdhdmics^ legislation^venue, demographics and other 
social and political Issues that affect public education, : 
The forum features WiitjS HARMON, noted futurist and author, who presents a broad perspective 
hi world events focusing ^on cultural and social change. 

We cordially invite a TE^hl Uom your district to attend this important activity. iSuperintendents, 
Assistant Superintendents, Board Members, Personnel Officers, Directors of Curriculum and 
^--Parents are welcome participants.) Limited seating available. . - 



SCHEDULE OF EVENTS 



8:30 arn 
to 

10:15 



QBh^ral Session 

Glenn Hoffmann will open the forurn by ^^^^ 
plaihihg the process df^ strategic planning and 
futuring activity at GOE, 

Willis Harmon, noted futurist Ahd ?uthor, will 
present a broad perspective of world events 

focusing on caltural and social change. 

Bichard Carlson, economist and futurist from 
Stanford Research Institute, will introduce two 
views i)f the future of public education in Santa 
Clara Couhtv- 



f0:30 ChJrdCara_ ___ ^ 

to How will changes in family structure, work- _ 

1 1 :45 /; force' and funding pribriiies shape tHe future of 

child c^re programsT \r 
> _ _ _ or 

Vocatlohal/Carea/ 

What will tomorrow's workers need to know 
—"^^ind who will teach them? 



1 1 :45 lunch oh your own 

1:15 pm Labor FaJaUons ' 

to will laborand management meet the chal- 

^ 1:45 V lenges of the dwindling resources and exjDahd- 
irig j3ublic expectations at the state and local 
level? , 
• _ _ _ _ or 

C^5SAdd/n 7^j:^/idfe^K_ . 

How will explosive advances in techndlbgy 
affect students and the way they learn? ' 

Pariome/ jiasourcas and Oa vafopman t 

As e d u c a 1 1 o n ' s _ w b r k f ore e g r b vv s o^l de h 
vyill staffing needs be met? WJiat might staff 
development look like in 1 987? 

- ^OT ^ 

Support fachnology 

What wiK iriformatibri handling techniques be 
iJ;}_1_?87?^Hdvv will office and school manage- 
hrient be affected by this new technolbgy? 



DatB: February 23, 1982 
Time: 8:30 am to 4:30 prn 



3:00 
to 

4:30 



Place: Cidunty Office of Education 
Gonferenee Center 
1 do Skyport Drive 
Sah^Jdse, CA 951 1 5 



f^egfstration: . / 

No pre-registration required, first come, first served. No registration fee. Lunch is on your own: / 

For rhdre mrorrnaUon. caH Doug/as Becitstefn at the Center for Educ^tronat Ptanninp. 
1468} 947 6877. 
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j?rb<iuf.»fl by . SA^tft Cl«f» County. gHLC»_o»_|d.uC«»'on, G»«nn W Hon S"Pr'^i*r^.*''^v2^J^ 



Sin Jft*«. CA 9fi.t 15 (4Qll).94 7 bflB.e . 



D.itf.b*<t.on Suy«'<ntrndiinti. Atsnttnt 5up«fni«nd«nt». Bo»fd M«mb«f» in Santi Cl«r« Coi 



nu and nMi^ 



fi*ighbofing county »duc»tion oMic»» 1,000 copipi. 2'8?, DB my <59Cl 



bor^nant External Trends • - • 

the discussion centered on ,two trends which are likely to 
domina^te the coming decade: 

^1: Jhe explosive growth of new information communication 

technologies which will change the ec^nom^', education and other 
insCHutlons. Th^ 1'980's v^i^l se,e^ ;nass use of these.'iiew 
t6cRnologies. ^ . ' ? ' - - . 

2. An r&ternationalizatlon of society vyhere internal migration, 

competition, trade arid military conflict wil T increasingly affect, 
the life of the average American. 

EDUeATi^NAh TRENDS 

The discussion of educational trends centered oh ttire(^ broad trends: 

. ^ - t - - - . ' • - 

1. Technology IS changing both/what heeds to be: taught and how it 
should be taught. 

2. ; Educational roles are being decentralized to a wider range of 

ihstitutibns ranging fr dm the home to private schools. Lack of 
Access to home ccriputer systems could expand the academic gap. 
between rich and poor. 

3. An economic gap is opening between those With academic skills 
(particularly technical^ and those without^ TM educational 
^problem could add to racial: and ethnic confl ict. 

These general trends are leading to a whole serieSr'bf curricular, 
organizational, political, staff and special edtrcation trends. 

Ctirrigolum Trends^ ^. . 

1. New ccmputer skills n^ed to be taught, 

2. ^Somputers may be Helpful in teaching other skills. ] 

3. Nkw immigrants will need more help in their own languages. 

4. Scnools hee^ to be sensitive to a broader range of cultures. 

5. Fast technical change requires more emphasis on core 
thinking^ learning and communicating skills. 

6. Technical • knowledge will be needed by more of the 
workforce. 

7. Humane teaching will be more important^ thin ever. 
8* Social studies will still Be important. 



Chap. 4 App. 6 



, August 16, 1982 



Dear: . ; " . 

« . 4^-^ ■ - 

Earlier this year^ you partictpated in an interview wi th the Strategic 
Planning Teani from oUr office. The team vas collecting data for ah 
analysis of the ehvirdnmeht affecting public edUcatidh today/ _ In 
appreciatioh -for your part^ are ehcldslhg copies of thi 

Strategic Plahhfhg 1982-83 Envirdnmehtal Analysis Source Book arid Summary 
Report s 



The Source Boo k contains two future, "scenarios^" corimen'ts dn_ alternate 
futu re possibilities and summar.t^aitions of interviews conducted during the^ 
environmental analysis. ^ 



Based on the data obtained , trend statements w re fonnul a ted for 
major program area of our office. These trend statements, along with 
planning assumptions, fonn a major part of the Suroroary Report , 

The Team feels that the material collected during the first year of 
strategic planning has provided a va-luable data ba^se. However, ^inte this 
is an -on-gaing. planning effort, s^ome areas may require re-examination to 
update anql/br validate the findings- Additional areas may need t§ be 
addressed;"* / . 

fherefdrei as we begin .the next planning cycle^ wevare asking^dy,, to share 
Wjth us ydUr reflectidhs dh the prdcess^ its results^ and whajT-yeli see frt 
the future. 



We heed your conmehts! PTea'se return the encldsed questidr 
envelope provided by September 15, 1982. Thank you. 

Very truly yours. 



Enel osure5 




la ire in the 



Te r ry Mc Hen ry , /As st . Supe r i n tenden t 
Business Admin/i strati on Division 
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Chap. 4 App. 7 



^ SANTA C^RA COUNTY OFFICE OF EDUCATION 
H E M e R A N D U M 



jS: Ed Agui rre, Dorothy Bums, Bill Gainer 

FRDM: Terry McHenry, Assistant Superintendent 



, . . Busi^Oess Administration* Division 



DATE: ■ September 20, 1982' 

^, > 

SUBJECT: Environmental Trend Update for Strategic Planning 

^ i * ***** ********** 

Copies of the Strategic Plan Fi seal^ 1983 have been distributed toall MCS 
Team members; and division level meetings are being scheduled to review 
the Plan. 

Part of the process for updating the Plan^is to review the Environmental 
Trend Statements to determine whether' tfie current Iriformatibn is^ valid^ 
where_addi tiohal ihforrptftioh is heeded, and ptehtial sources of new _ 
informatlbh. Please have your_ program manager 
Analysis Trend Statemehts and AssumptipnS'i cisriment as to their 
' aecuracy/val idi ty ^ahd ma ke any suggestloris _fDr_further_explorat1gh. __TM^ , 
the second in a 5eriesiof_reguests fof infonna tion_from program managers, 
provides additional opportunity for managers to direetly participate in 
the, strategic, planning effort.* 

You may wish to^^^ave the comments routed through yotfr*- off ice for review 
.prior to transmitting them to^CEP. Please have th^ fcorfiments, or a note 
indicating concurrence with the statemehts,_ returned to CEP by October 4 . 

Note: You may wish to have your managers mark November 29 oh their 

calendars — the date of the public forum oh trends and issues in 
public education. 

cc: Pave LeCdmpte <.\ --^ .' - ^ 
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Vo c ationil and Career Banc a t i o n chap, s 

Mission Statements 

RQPs. To Gbdperate w1 th.local school districts^ cSrmunlty eblTegeSi and 

uiMstry to provide regional programs which offer entry-level job _ 

' -training, groundwork for advanced training or education^ or retraining In 
9 i/ar1ety of skills which Interest students and meet labor market needs. 
The clients are high school juniors and seniors^ out-of-school youth, and 
adults, . " 

Te chnical Schddl at the C enter for EmpT ^^^t- Training , To provide basic 
skills training for 1^-13 year old high school dropouts who are enrolled _ 
In CETA vocational training programs at the San Jose Center fdr Employtrient 
Training. 

Career/VocAtldnaV Education and Guidance , To provide leadership and 

coordination to school dlstrictSj communi ty colleges, agencies, industry 
and other, public and private organizations concerned with career/ 
voeatlanal educatldn and guidance, and to_qversee the operation of the' 
POPs, Technical Schddl (see Individual mission statsrents for these 
prdgrdms)j and YETP. 

€iiv1ronmental AnalyiJs Trend '3tatenients and Assumptidns 

' * the following trend sfatements and assurnptlons j^re prepared from source 
material which is dddumented. in the Environmental Analysis Source Boqk: under 
. : these Heading^.: "He her a 1. Futures," "Personnel F?esod«ceSi" "School Finance.^" 

and "Vdcatidnal Education. * - ^ ^ • * 

1. High techQdldgy Industries In Santa Elara rounty wil 1 cdntinue td 
experience a dramatic shortage in technical personnel. 

Industry's shortage of persdnnel and the conseauent increasing demand_on 
public educatldn fdr people, with basic neadi ng and mgth ikil Is, and_:§yen: 
sorne computer 11 teracy, may result In new cooperative efforts. between the 
public and private .sector. ^ 

I 3. There will be a trend toward increasing work experience arrangements 
between educatldn and industry. 

4. As technological change cdntinues to accelerate, private technical 
schoolsahd industry 1 tself will of fer more specific technical training^ 
and public schddls may offer less. 

5. There will be increasing awareness at leadership levels^ both in business 
and industry, that putxllc education needs greater financial * philosophical 
and political support. 

o ... 

6. The desire of business leaders for an infusion of **)rk ethic Into school 
curriculum Is Increasing, 
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Veeatibiiil lad Gareer Education 



MARKET ANALYSIS SUMMARY PFSULTS . . ^ 

Market analysis results pertaining to veCAflDNAL/CAREER EnrirATION.a re briefly, 
sumnarized below. The survey was conducted bypr the telephone with a total of 
31 respondents: 20 school district represehtatlveSjB business and Industry 
representative and 3 agency representatives. _ The telephone survey was done as' 
a foUow-up to a pencil -and paper survey conducted by, the^nff ice' s^^W 
Work Task_Group. A summary of that survey has been- Intluded in the WAPKET 
ANALYSIS SnUPCE POOK. 



Using a scale of 1 (lowVto 5 fhigh), respMDhdehts to the telephone survey were 
asked to estimate future levels of demand for each of several services __ __ 
pertaining to voeat1onaUeducat1bn._ Mean level s of demand are presented In 
the columns below.. For a more complete review of . the findings, see the MARK^, 
ANAtYSIS SnilRCE BnPK- -Vbcat1drial /Career Educatio n Market Survey . ^ 



Services 

COORDINATION SERVICES 
Information Exchange 
Interagency Coordination 

DIRECT SERVICE TO STUDENTS 
Operating Cbuhty ROP's 
Prbvidihg On-the-Job Training 



INFORMATION MTHFR INn/PISSEMINATION 
Labor Ma rket_ In formation ^ 
Training Program Irvforma t ion _ 
'Currical am/Resource Infonnatibn 

LINKAGES WITH BUSINESS ANP -INPIiSTRY 

Interagency Cpbrdination 

Prbvidinq Technical Txperttse 
Expanding J£se of Resources ; - 

CiiPPICULlIM PEVEtPPHENT ASSISTANCE 

STAFF PEVELPPMENT . . _ i_ ^ 

Serving Special Need Students 

Updating Instructor Skills/Expertise 



ASSISTANCE IN SEEKING FPNPS 

Coordinated/Mutual Grant Seeking 
Exploring Funding Alternatives 
Developing Puslhess/Ihdustry Funding 

PR0PPAM EVALUATION ASSISTANCE 

PPnMOTION ANP PUBLICIZING * 

DEVPLdPINr- LEGISLATIVE SMPPeiRT 



Mean 


bevel s of 


De(naricl_ 


Overall 


nistrict 


ftdn-DI strict 


J • 1'? 


3 ?R 

J . CO 


3 . no 


J . c 1 


1 1 

J . 1 X 


3 ^4 




2.95 


3. no 


3.09 


3.13 


3.00 


3.21 


3.3^ 


2.86 


Z .67 


C . /O 


c . ** J 


« i. ? 


3.2fl 


3. no 


3.48 


3.68 


3.00 


3.43 


3.50 


3.30 


2.89 


3.17 & 


2.33 


3; 17 


3. .19 


2.40 


3.32 


3.65 


2.63 


3.31 


3.56 


2.7^ 


3 . 15 


3.39 


2.63 


?.6n 


2.5« 




2.77 


3.00 




2.96 


3. no 


2.83 


2.79 


2.94 


2.33 


3.4P 


3.74 


2.67 


3.31 


3.72 


2.38 


3,37 


3.70 ' 


' 2.38 « 


3.96 


4;26 


3.14 


2;32 


2^39 


2.14 


3:12 , 


3.05 










'3.81 


4.ii 


3. no 
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Chap> 5- App. 2 

. ■ J ■ > . 

SANTA CLARA COUNTY OFFICE OF EDUCATION 
H E n 0 R A N D U M 

TO: Ed Aguirre, Dorothy Burns, Bill-Gfr^nor, Terry McHenry, Maralyn 

Carson . } 



FROM: Les HUrit, Director 

Center for EducatijTTTl Planning 




DATE: July 18, .1983 - 

SUBJECT: Progran Description Flowchart, Calendar and^Format 



Attached is. a copy of the draft flowchart, calendar and fi^ve-year program 
description format for consideration by prograrr, rriahagers within your 
division. As arranged, the planning staff will discuss these dpcune^ts 
with progr?in managers at your cabinet meeting this week. • ^ 

Suggestions for revision to the a-ttaehed docunehts will need to be 
transmitted back to you as diyisi^p head hb later than Auguest 1, 1983. 




cc: Program managers 
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i ? 3 4 i ? 3 r 1 ; 3 ♦ . i n 4 

I I : I i ; 



1. Council desfpiUiJro^'ru^ ciMplete 
S-Yeir Projjria Descriptions 

' i _ 

2. S'Tetr i*ro(jrM Description fiiliil; seiit to prbgr« 
Sliders , 

1 3. Krlstiops/consultitiom with proyrs nnprs by 
I evilutors/budyet officer/plinnifl^ st4ff 

4: Part l-Current Proyri* is im\a0 by proyrii 
' Mfli^er, approved by Ijivision, ini^sent to Coiinci) 



! i 



! i 



! K- 



S. dirt I Stent to eoinl. 

5. Pirt ll-JiivirbipHt/Srke developed by prbgriii 
mt^itr, approved by Oivision; and sent to Coancil 

Pirt II sent to iibarii 

8: P«rts ll/lil/lV"(-Year OescriptiDn is de«elGped by 
proyrii liniger, Ipprme^ by Diostoii, and sent to 
f\mitti staff lor pacUyiAy 

\ ' ' ^ 

9; Coibined Ascriptions and Planning Source Booli seiit 
tq Council 

id. Plannins Source Book >ent to Board and unay^rs 



II. five-^yjbiiiicil plaiinjiiy wriipp (aiteiided'by 
pr(&|rai lanayersj Veeli of Dfceiber 12 

12: Cauffci|-jpproved Oescriptioiis sent to Board and 
pr^jr« Mhayers * . 

•13. first pDblic hearing' 

14. Iliree-day fiiiard pUniiiny Morkshop 

15. Second poblic bearing. 

4 VledrJ_scriptionL]or.aiijr^ of-CijE 
X0\j considered for action by Board 



•1-1 

! 

i . 

! X 

y.. 
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tSNG JUWSE PRDGRAB.PIJikNNlNG.tlbRKSHErr 
PRQSRftt'. DESCRIPTIONS > 



viri April, the Board of Edocdtion reviewed end rod-^ied Prelinlnary, skeletal 
descriptions of proarars of the. Office as.<Ahe programs rej' appear In j9B7-eB, 
Jtfese broad, tentative desc^iptibhs Sere developed bj- the Japerintendent_^and^ 
his Council besed. ir part^.upoh planning a^ budget Jnfomation avanable. at 
that time. In dandary. 19Bis Ithe Board expects to receive .^ore conplete 
descriptions of each prbgran^ cbvering the years 1984 to 1989. These _ , 

descriptions, highlighting the mam features of each prograr.,^ftre the first . 
step- in the levelopnent- of in overirtl five year plan for tfte Office. The 
expertise -^^presehted by the views'of program -managers will . provide ^ 
■infoma-tion on the functions, priorities, alternative service options* ahd 
>res©arc|v that nust tbe a part cf *these lons-rarrge progr^ro'descnptions. 

= Jh is with this^^tip in i^hd._then, Jhav this first ^^^^°"^J!"fL 
-broflrar descriptian has been prepared.^ A connon fpnnat such:as is presented 
her^ has several naaor advantages: ftrst;' it organizes^e ea^-U f ?""t.^^^ 
infornation into manageable groupings. This 3S especia^.^^ 
^cf t-he fact-4hat the Council and the Board will be review|g^, well Over thirty 
procrar. descriptions and supporting documentation. Seconat?* the forme t * - 
delineates specific ccnpohents and data elements that can_ be compared and 
contracted, proaran to progran. Third, current and anticipated future: < 

^ functions and features of programs will be described the.'^n'f ^ f 
the prdgram; and fourth, the unique elements «f *ach program "ilj forfjee, 

' together with elements cofnnpn amohg_several programs. These are^essentja) 
features in a process that ultimately w-fll lead to comparison end^^^ _ _ 
prioritization of the function^ of the Office based upon antierpated. level of. 

resources. ' 

■ J'«%',^ . _ _ ------ 

The fbrr.st recoonizeS that prbgrams^'are hot "standard;" ^hft thfy differ 
widely with respect to types of service,, cl ients served, ^size o^^^udget,^ 
staffiPD riQjir^ehts. etc^^The prograr, manager is provided with options 1n 
definirg the type cf services>rrently provided, with per cent or resources 
allocatld to each service before, projecting the^ service levels into the 
future. . ' . 

The fomat, w^ich is attached, include the current mi ssioHstapent fey^^^ 
proaran, the proaran description as it appears in the Budget document, the 
19E7-EE "skeleton". description as wel 1 ^i^ji'rrent end projected funding . 
i hf onretion, ( • 

Two sample completed program descri;/tibns . have>en attach^ed for t«e a^ 
t^d-eV. Questions of clarificati^ Should be directed to your divUional 
evaluator, your division head or the planning staff. 
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A. ■ 19E3-84 ri SSI ON STATEMENTS 

(Listed as reviewed by the Bol'fe of Education.) 

- ■ ■ ;.. ; - i 

B. i- 19B3-84 PRpGRAf'. DESCRIPTION 

.(Listed as it appears in Consolidated Budget) * ' 

St.. CURRENT REVENUE W10UNT AND SOURCES 

)^ _ _ ' ~_ _ _ 

Include projection of contract revenoes where applicable. 



(^^^ FUNeTlONS/SERVlEES AND LEVEL 0F EFFORT 



ERIC 



For each-ne jor^ ftihetibn/serv^ce currently offered by your pf'og'ren, 
address the foTlbwihg elenehts: • ; ^ ^ 

1. eategorize ifhe funetion usin^ bfie'^Jt'he fol lowi rt| ngi jor gr-oupinss.: 

/^i^r^!^ Ihstriictibn tb.Students a 

Internal Support Services • ' __ * , , * 

External Services to Di stricts* wi thin County i Mandated ) 
External Services to Districts i?i thin County (Non-randated) 
MuUi-cbur.ty 'External Services ' • - 

Other (please Identify) ' '. '-^ ^ ■ . - y 

• . '-- - --- - -\ •* - ■-■ -- ' • 

2. Describe the ^functign in enoug^7d to naRe it :bhder^standable to 
sorieone Without your expertise^ (Expand opjbn theJIescHptibh the 
consolidated budget as necessary.) j j . r\ 

3. As closel|^ as possible, estimate the percetit of total dollars in your 
budget used to provide this funet1bn/serv^,e. A 

4. 'vf^d-i fate the FTE "staff nenbers -who areJhfcved in providing this 

servic'e/fonction. .Include nunbers of . FTE ||taf f mer^bers for each ^ • 
enplcyee type involved ihprovidihg the service (e.g. teachers, aides,* 
clericals, nahagers, etc) , V 

5. Describe the clients Served by this 'function, f 

. ._ . ' ■ . . I 

6. . Describe in neasureable terns the .current Jevel at which your pVogran 

perforns this function. (You may_chpose^td_yse ADA counts,^ nunbers of v 
districts served, nunbers of ^rsonnel tra^ined, nunbers of sites 
served, hours spent, etc.).. 
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i59 V BEST COPY ftVAlttBU 



^HE FOTURE ENVIRONMENT AND HARRl 




Besed on your own Snowledge of 5^our_prb§Tan» iHjblic_eduCBt4^ end sSciety 
In oenerel, as well as b review of Stfategic^Tanning Source raaterialsr 
please identify trends that must be cons.ide_Tfed when plenni^ for. the . . 
Ifcture of your prograrri. After each trend, indicate the «r^tibn{s ) that 
^'the trend nay inpect and explain the iH^ycBiions of that impact. Sbne 
factors you nSay wiSh to consider inc1ude:it/\ ^ ' ' 



\ 



*po1 i trcs( 
the econpny 
technology 



dd?ibQrapf)y_ 
judlpial decisions 
resources 




ormation vdhd .its^urce 



Be certain to either attach or ^reference the' 
which substantiates each trend you identify. 

Based on your own knowledge of your prbgrarnP^5l>^^g^e bs a 

review of Strategic Planrino Source na terial s5^ pr^se Identify trends in_ 
the r^rket for .your proarar's services/fanction-^.9^ 1>creased^nunber qf 
clierlis, increased level of denand, change in sf?V\ccs requested, .etc.)- 
future of your procrar,' After each trendy ihdic^e-tD_e; functjo^nls ) that, 
the. trend nay Impect and explain the ' iriplicatio_n^^f 'tt^^^ 

Be certa'in to either attach or referenfce vthe \\ 
•which substantietesreech trend ybu identify, 

. . .. - - ■- -_ - - 

What questions do you have abbut^the future ai _. .__ 

progra-., and what night be th^e Sources for th^ir anss^ers? 



rat ion find^ 



it relates 'to^'ybur 



r 
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PART tHR«— m'^ PROGRAl*, 44<-F4\;^«ARS 



A. 1987=88 MISSION STATEKENTS 

Describe the rission, or purpose of your pT*ogi^-flri es you see It In 
1987-88. It may be the sane es It is now, or it^may be different. 



B. 1987-88 PROGRAM DESCRIPTION 



Begin with PR0r7RA^* DESCRIPTION developed by the Board; refine and expand 
It as necessary. 



REVENUE Af'.OUNT AND SOURCES 



^l^g-in with PROGRAP DESCRIPTION SOURCES OF REVENUE SECTiON^devcToped by 
the Board and then ref*ine is necessary. 



FUNCTIONS/SER^'l^ES AND LEVEL DP EFFOPT 

For e^c^r niajo^ funttibn/serlvice yoo enlision yoar prbgran offering^ 

address the followinc elements: 

^ '' ■ " .. . ' - - ^ I -' 

1. Categorize the function uiing-i-one of the fj^l lowing naabr groupings: 

Direct Instruction to . Students .•; ■ , 

Internal Support Services _ _ _ , _ 

External services to district^ within county (mandated) 

External services to districts within county (non-mandated) 
Kul ti-ct>yrity External Services 

OtPier (pleesi' identify) > 



2. Describ^the function on enough detail to rake, it understandable to 
soneone without yojr expertise. - 



3. As closely as possible, estinete the percent of total dollars in your 
.^■'"'budQet that would be used to^ provide this fanctioh^ervice. 

4. Indicate the PTE staff nenbers who would be involved in providing _ 
this service/function^ Include nonbers of PTE staff menbers for each' 
employee type involved in providing the' 'service (e.g. teachers^ aide^* 
clericals, nanagers, etc.) I 

5. Describe the clients that will be served py this function. . 

6. Describe in neisureable term? the level at which your program jwould ' 
. perf c»rr,_this fuhcti bh_. _ _ ( Ybit' nay_ chpose_tP_ use nunbers of 

districts served, numbers o? personnel trained, nunbers of sites 
served, hours spent, etc.) 



ERIC 
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A. List env-significant bbstBcTeSi such as the' need to^ acquire new or^ 

replecenert eqtji'pnenti etc/* which will hBv^ to be^addressed in order for 
■j'our prograri to achieve the desirid purpose. 

-B. ^List the resooree's Syhich'have the greatest potential fdr ellbwihg the 
progran to achieve^its purposed . , 

C. List tny Intemediate Steps* between l9BL«nd lll|8, which can be . 
identified as Appropriate in assisting the program to achieve its stated 
purpose. _ J - : t 

0. In the^paces below, estimate ^our progran 's anticipated expenditures and 
revehu«burces for each of the next five years. If you anticipate 
rnaltipl-e^- revenue sources.^ be sure to indicate the amount -red eved fro- 
each. " ' ' 



Proorer Vear 



£xpenii i tores 



Reveni 



1 . 



19B4-EE 



1985-86 



1986-87 



1987-88 



1-588-89 ; 
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mi hvr-'iMPLiefttiONs df pwomm terminatisn' 



DescrTbe^the implications for the Dffip^ end for your clients if your program 

l^ere temin&ted; How woold the prograt^^s termination^ effect ihterhal support 

reooi r^nents',' adnini strative_ fee levels^ etc^ Hhit ^uTd temi nation mean to 
cl ients; wha\ alternative del i very sys ten. If ahVi could be employed, 

^ - . / 

^ " . / ■ .... ■ 'n' 




SANTA CLARA CdUNtY OFFieE QF EDyeATI0N eha£^ 
ADMINISTRATIVE COUNCIL STRATKIC PLANNING W0RKSRDP ^ 
Apfll 20^/1982 

iNpiviDUAL PRIORITY RANKING^O^^X TERNAL PROGR AMS 

INSTRUCTIONS: Please rank t he ^fol lowing external programs in deseehdihg 
priority order f rati 1 to 17. Number 1 will indicate the 
program you .consider to be the highest priority and tT»e 
most appropriate to be operated by the COE. There should 
be no "duplication of numbers. 

...... . . * . . ■ . . ' .. . , 

• CHILDREN'S CENTERS 
_ COMMUNITY EDUeATION 
COMMUNICATION SERVICE^ ; 

' EMC ■ ' - f • . 

^ ENVIRCiFflENTAt Eni]EATIO| 

: FINANCIAL \ ^ 



INSTTioeTFONAt - IMPROVEMENT AND TRAININfii;. 
IRIC, • - . • ■ 

JUVENILE COURT SCHOOLS • •. .\ 



_5 

_ MIGRANT EnUCATlON : 

out OF COUNTY NSCAL SERVICES 



PAYROLL/PERSONNEL T ' 

RECAP : : ^ 

SPECIAL EDUCATION eOORDlNATION SERVICES 
SPECIAL EDUCATION DIRECT SER-VICES 
VOCATIONAL EDUCATION 



4 
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Chap ^ App. 4 

SANTA CLAR^ CdUNTV OFFICE OF EDUCATION 
ADMINISTRATIVE COUNCIL WORKSHOP ON STRATEGIC PLANNING 



PRIORITY RANKING.OF EXTERNAL PROGRAMS 
IN DESCENDING ORDER BY FUNDING SOURCE 

April- 20, 1982 

The following programs were ranked individual ly hy eac rt)ember of the 
Adrainistrative Council. The results were tabulated and compiled into one 
priority ^ahRihg; consensus was reached through Council discussion first 
oh the cefumn "Most appropriate for COE to operate,*' next oh the funding 
category appropriate to the program, and finally on the ranking within the 
fuhdihg eategbry. The final priority rankijig by funding source- is shown 

bel ow, 

* • . 

-Ipdep f Indep + Indep ,^^^ 
Host appr o priate for Total Ongoing : Fund 80 -No 

CBE to ope rate : Fund M Fund 80 ^ Ba1lo^?:t Bailout 

:ial Education, Direct Services ............... .f ..... 1 



Instructional Jmprovement/tr 1 

Business Services Payroll/Pers 2 
Business Services/.Fi hahcial % . . . l^j, 3 

Special Education, Coordination ................................... 1 

Juvenile Court Schools .2 

RECAP 3 

Conmuni ty Education .......................... 1 

Educational Media Center . . ......... . ...... 2'^- 

KTER V.-.-... ...;.v. .^...^ 3 

ehildren'S Centers 2 



Migrant Education 

CofTimunifatiofis Services 



4 



3 
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|ANfA CLARA COUNTY OFFICE OF EbUCAtiON 
ADRINISTRATIVE COUNCIL STRATEGIC PLANNING WORKSHOP 

April 20, 1982 . 
HOMEWORK ASSIGNMENT - 
PRIORITY RANKIN G OF INTERNAL SERVICES. , : 

INSTRUCTIONS: the purple of this exercise is to^groop, tfje 35 internal 

services listid below into three broad, tategories, based on how 
essentia^ each service is to the bperatibn of t>?e Office. In 
the envelope with this sheet are 35 cojoredi dbts--ll ref* 12 
blue and 5:,2 jellow. Please place one iol bred dot bh tHe line 
beside each service, using the followlSTg cbdej 
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Red : Molt essential to the operant J orCb^ 
Blue: Next in priority as esse5j|aU:tb * 
Yellow: Least esisential to the opijfra 




^ fic^ 
dperatioh 
e Office 



ACCTS PAYABLE 



FlfiASte!^ ADVICE 



^1 



_ACCTS RECEIVABLE 
_AFFIRM ACT--HIRIN6 
_AFFIRM Act— TRAINING 
ATTENDANCE SYSTEM (RECAP) 



F1.6IANE1 AL ; RtPORTS '\ R EfAP ] 



■yr: 

' GRAPHICS 



^INSURANCE 

■/ 

LEGAL SERVICES 



-ATTENDANCE/PAYRDLL 



BUDGET ADMIN 



MAR 

MAINTENANCE 



BUtiGET PEVEL 

Q 

JASR CONTROL 
CENTRAL STOR-ESr ' 
_CONFERENCE CENTER ' ' 
_DUPL I GATING 

IemPLQYEE REIMBURSEMENTS 



_NER0TIATDR 
_OFFlCiAL DOCUMENTS 
PURCHASING 



_RECRUITMENT/SELECTI0N 

_safety training 
salary projection (recap) 



J^PLOYEE STATUS CHANGES 
-EVkuATieN 
•FACILITIES PLANNING 
FINANCIAL ACCOUNTING 



-STRATEGIC PLANNING 
-TELECdRMUNlCATION 
JRANSPORTATION 
WORD PROCESSING 



WORK STATION SPACE 
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. . PRePeSED PbANNISB H00Et.F0R ehap; 5 App. 6 

ANAbYSIS DF-1983-84-BIREEIiyES ASD.BBdEGTIfES 

1987-88 PROGRAM DE.SGRIPT IONS ■5^ ^ • 

April 26, 1983 ^ ^ 

■ \ i 

PART 0NE -.3%a-84 DIRECTIVES AND 0BdEETIVES f . - 

l.D Background ; ^ , 'v 

At the direeticn of the Board' Sf fclacatibh, individual program _ 
Directives for 1983-84 ar^ to be^^halyzed by pnogr^ roahagers. Based- 
on the professional judgment of the program ra hag er^ division, 
evaltidtor, and division bead, budget objectives will be formulated » 
as appropriate, for the Di rectives/ Di spbsi tibh of each Directive 1^ 
to be reported to the Board, per its request. 

______ \i ■ «. ' 

1.1 Tracking Model • ' » 

T ■ ■ 

Budget Gbjeetives and Evaluation Specifications are.currehtly beihg 
• 1^ developed and 1983-84 Directives are in the hands of program _ 
nmnagers. Objectives will likely be more ehcdrnpassing than the 
Directives*. Therefore, in order to trace the dispdsitidn of each 
Directive and report the results to the Board * the -fol lowing proces * 
is^ suggested^ together with the attached fo rtn Pi recti ve^Ob^^tiw 
Ahalysi'g . ' 

The Directive, as it appeared in the Progr am Analysis and Projecti on ^ . 
developed .by the Council and Board, is to be listed: Any change, orr^'') 
mddificafidh, of the Directive should immediately follow th^^ 
rirective. The Budget fejective developed frori the Directive, 
a statefiieht indicating the necessity/rationale for its modi f 
or orrrission will then be 'presented. The recommendation as to whether 
the pi recti ve is appropr ia te for a Budget Objective, i .e. , 
legitimate, workabla^^^nd based in reality, is to be made by the 
program, manager and evaluator, based upon tKeir experierfce and 
technical expertise . t - 

The -D 1 r e c V e s / 6 b j e c t i V e s A n a 1 y s i s should be pfepa red cdhcurreht"!;^, 
with the budget Calendar fdr the develdpmeht df Objectives. 



1.3 Reviev; ■ . . __ 

' - - -- ^ 

The pi ' ecti ve/Objecti ve Artalys js will be fdrwarded with the Budget 
Objectives to the Mehageri Evaluatidh Research/ cdhtinue to the 
Budget Officjer, Superihtehdent * s Council and be presented to the 
Board together with the Budget. 
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DIRECTIVE OBJECTIVE MIS 



1983-81 OirecUve^ ' : * Analysis for Inclusioo as Budget ^ective 

• nf 



1. Pay appropriate |biQ|*tM^ ^^^^ ^ 

; I Develop plan ^co^^ery. ' Objective 4 

3. Investigate parent edueatjon prograiiing; by Staff already cDliipleted tMs task-and' reported 

Oeceiiiber ,1,49113, report on t«ys EofiDtinity to Council. , , 

ion qoals.- 



Educatiof) is) supporting parent jng.educat 

(. Seek Grants on prog rail ng regardin|iii?|fc. > Pr()grliiii,Trg injhisareaisjeingjone by another 
reseiei) add the learning process^^^^P' ■■ . public television station whKh received a muUi- 

- process report ,to.eouncil. Aupf VTJ83.- ; mil lidn dollar grant to do .ttiji. ^ r-^, 

5.;'Haintditi stringent control oh budget/costs.' ' Inherent in the total (lanageinent of the progran. 



6. Coordinate 5-year plan with Office strategic Objective 4 ^ 
plan tojieH \%TM pri|raiii description. 



^4Pfl touncil 



)e«eiops 



Cdiiplete Source 
ili and 



fvalujtors review" 



'3l program Hdna^ 



progress on current 



-rr 



m to 
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33 Budget Officer 



m 



budget 
tfistnictldhs to 

nrn n riiiH mjifi inure 



'SubcTts ping 
study reports 
toCoondl 




34 limn 
Review Josrce 

Report/studies 







inc 



Hd)a-K)rts)jop to 
develop directives 

«4^ferHfe- 



36 yvisjorTHeld T 
Revjcif dlrectfveT 
Nlth progr«) 



Kevlevs/approves 
directives ind 



39 Budget Offlcei 



mm 

reets; to assess 
t)ep_ process to 
bte 



Conducts 
Budget 

yprkshops, : 




n mm m'Si 
Redeji directives 
iiUli prdgrl 



^2 Valuators " 
ProgrlfcM ger^ 
Develop fel^c* 
t^vts/fvaj specs 




MASTER tmm 



4 A££j 



APRIL 



HAT 




«6 m 



Heads 



Review budget/ 



?!!bl!!it...budget5 
'to. Budget 









Heads ; 


Subjnlt progr^ 


description tol 
Eval/Researcl) 



50 Council 
Reviews/ ' 



approves 
budget 






^revjews/sobmlts 
"objectlves/eval specs 
', tQ Budget Offic e 



53 Budge 



"OfHc 



er 



Submits pre* 

Imlnar; budget 
to-Board 




N 



wm — 

iFlniTTzes 1983- 
B4 Strategic 
}in 



oiiiy 



ma 



FiGDRE i - 

Jtr I LnDf. n 



t Budget Offi»i 
Presents Mi\ 

Budge t to Board" 




5 Board.. . 
JdpTflnal 
19B2-83 






uUUUCC 


2 Pg prepares 
Strategic Plan 




6 EooncH 
Spprbves 1982 
B3 Stritegk 

' J' \ 




Presents , 
Strategic plari 
to Board / 


for Council 
reHew/approval 







17 Budget Officer 
RevleifS bodget 
oSjectlves / 




hrrrw rp 



7 Planning staff 



Revlar. Strategic 
sionai Cabinets 



1 fvatuati 



ors 



Hanaaefj assess 
ciptetiwi of las! 
F-y objecTives- 



4 





7 \ Planning StafI 



Conducts. Ed 
Futures Open 
Forum ■ 



12 

Cgii^eTeVynnwi 
analyslsJata 
collection 



OH- - 
^nalysisJeaii. 



opdaw enviror 
trends ; 



B PUimlng-StW 


1? P»lng Stafl 




?5 Planfiing SlaH 




Begins deslqn 
iork_on marliet 
surveys 


/ 


Begins Market 

Analysis 

Surveying 


Completes / 

ftrltet 

Suneys 









* if 



.9 



ERLC 



Heetjo 
(lev1w_ 
Progjjlss 



1D1| 
Heet to tnte' 
grate/finalize 
pval calendar^ 



1^ Coitfii Director 
Planning article 



Supt^ Bliilietli 




flpports 
Interim progress 
to Council 









?0 PBE . 






f^et to P^ieij 




hppts tc 


Planning 




review 


Studte - - 







\^ PJannInq Staf f/ 
Council fitaws 



Interim report 
to Bo a rd 



?r|r 

f«ets to 
review 






Conipjeted, Survey 
. Instronents-v 
AvdilablntCEP 



mmti DATA 



silfciti) FiNOiNGs ' mmm^ 



SPSS CbPiputer 'Pnhtolits- 
Avaiidbie at CEP ^ 



. Ificliided.in, 
HMet Analysis 
Source Book 



lnciuded_in_ 
Swary Report 



